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ABSTRACT

This research investigates the relationship betweadership styles and different types of
organisational commitment in Eskom Eastern Regldre literature provided discusses the
leadership and organisational commitment. Inforaratwas gathered, using two instruments,
from a sample of 86 leaders and 334 raters. Theifisletor Leadership Questionnaire, which

was formulated from Bass and Avolio’s (1997) Fulirige Leadership Development Theory,
was used to determine leadership style within tlgamisation. Employee commitment was
captured using Bagraim’s (2004) Organisational Cament, a South African adaptation of

Meyer and Allen’s (1997) Three-Component Model ofpboyee commitment. Leadership

was identified as the independent variable andrasgdional commitment as the dependent
variable. Data obtained from each of the researstiuments was then statistically analysed.

Two-tailed correlation analysis showed that althotlte relationship is not strong, there is a
positive relationship between the transformatiolealdership behaviours and commitment
(affective commitment, continuance commitment andrnrative commitment). The

correlation analysis also indicates a weak, buhiaant, positive relationship between
transactional leadership behaviours and continuanogmitment. However, no statistically
significant correlation was found between transaal leadership behaviours and affective
commitment as well as between transactional leagerdehaviours and normative
commitment. The correlation results showed a wdait, significant, negative correlation

between laissez-faire leadership behaviours andctafé commitment. There was no
statistically significant correlation between l&sdaire leadership behaviours and
continuance commitment as well as between laisziez-fleadership behaviours and

normative commitment.

Overall findings from this study suggest that tfansational and transactional leadership
behaviours do play important roles in determinireyels of affective commitment,
continuance commitment and normative commitmeneséhfindings also reveal that the
laissez-faire leadership behaviour had a negawlaionship with affective commitment.
This research therefore adds a new dimension tobtuy of literature that will help

researchers’ efforts to understand the relationsatpreen leadership style and organisational



commitment. As this research takes place in thalSAfrican context, it contributes to the
bank of findings relating to the development ofamgational commitment.



ACKNOWLEDGEMENTS

First, 1 would like to thank my supervisor, Dr. Rogan Niekerk for making this a
meaningful learning process. His guidance and eagament throughout the process of
formulating my ideas was invaluable. His ability wiew things pragmatically was critical

and priceless to the success of this study andsritedae commended.

Secondly, | would like to thank the following indiwals, without whom this research would

not have been successful:

. All employees from Eskom Eastern Region who took thme to complete all
guestionnaires.

. Gerrit Walters and Charles Ndhlovu for assistind enordinating the research surveys
at Eskom Eastern Region, respectively.

. Conrad Brand, from Productive Development (Pty).Lfdr allowing me to use the
Multifactor Leadership Questionnaire.

. Jeffrey Bagraim, from the University of Cape Townor allowing me to use his
adaptation of Meyer and Allen’s (1997) Employee @atment Questionnaire.

. Maryeen Maynard, Simphiwe Hashe, Simphiwe Jantpesl Debbie Steyn for

commenting and proofreading the document.

Thirdly, | am forever indebted to my wife, Nokuzpkand children Lungisa, Kholisa and
Likhaya, for their unconditional love, support agigcouragement. You guys were truly my
inspiration and were ultimately responsible for success in life. | also render gratitude to
the Nyengane family members, Mongameli, Kunene Hotiti, as well as my in-laws,
Welile and Nomadinga Kona, for their understanding support throughout my studies.

Finally, 1 thank my Lord Jesus Christ for giving rhealth, strength and perseverance to

continue and finish this study.



TABLE OF CONTENTS

TITLE
DECLARATION

ABSTRACT
ACKNOWLEDGEMENT
TABLE OF CONTENTS
LIST OF FIGURES
LIST OF TABLES

LIST OF APPENDICES

CHAPTER ONE: THE PROBLEM AND ITS SETTING

11
1.2
1.3
1.4

STTING OF THESTUDY

THE PROBLEM AND MOTIVATION FOR THE STUDY

THE GOAL OF THERESEARCH

QUTLINE OF THE STUDY

1.4.1 Chapter 2 and 3: Literature Review
1.4.2 Chapter 4: Research Methodology
1.4.3 Chapter 5: Analysis and discussion of results

1.4.4 Chapter 6: Discussion, recommendations and comxcissi

CHAPTER TWO: LEADERSHIP

2.1
2.2
2.3
2.4

2.5

INTRODUCTION

THE CONCEPT OFLEADERSHIP
LEADERSHIP VERSUSVIANAGEMENT
LEADERSHIPTHEORIES

2.4.1 Trait approach

2.4.2 Behavioural approach

2.4.3 Contingency approach

2.4.4 New approach

FuLL RANGE LEADERSHIPAPPROACH
2.5.1 Transformational leadership style
2.5.2 Transactional leadership style

2.5.3 Laissez-Faire leadership style

28
33
34



2.5.4 Integrating transformational and transactional égglip styles
2.5.5 Limitation of transformational leadership
2.6 (QONCLUSIONS
CHAPTER THREE: ORGANISATIONAL COMMITMENT
3.1 INTRODUCTION
3.2 THE CONCEPT OFORGANISATIONAL COMMITMENT
3.3 ORGANISATIONAL COMMITMENT AS A MULTIDIMENSIONAL CONSTRUCT
3.3.1 Affective Commitment
3.3.2 Continuance Commitment
3.3.3 Normative Commitment
3.4 DEVELOPMENT OFORGANISATIONAL COMMITMENT
3.4.1 Antecedent variables associated with affective cament
3.4.2 Antecedent variables associated with continuanoe@tment
3.4.3 Antecedent variables associated with normative cimemt
3.5 (ODONSEQUENCES OORGANISATIONAL COMMITMENT
3.6 LEADERSHIPSTYLE AND ORGANISATIONAL COMMITMENT
3.7 (ONCLUSIONS
CHAPTER FOUR: RESEARCH METHODOLOGY
4.1 INTRODUCTION
4.2 GOAL OF THERESEARCH ANDHYPOTHESIS
4.3 RESEARCHDESIGN
4.3.1 Ethical Consideration
4.4 POPULATION AND SAMPLING PROCEDURE
4.5 MEASURINGINSTRUMENTS
45.1  Multifactor Leadership Questionnaire [MLQ]
4511 Reliability and validity of the Multifactor Leadership
Questionnaire
4.5.2 Organisational Commitment Questionnaire [OCQ)]
4521 Reliability and validity of the Organisational Commitment
Questionnaire
4.6 DEPENDENT ANDINDEPENDENTVARIABLES
4.7 DATA COLLECTION

4.8 DATA CAPTURING

35
36
37
39
39
39
44
44
45
46
48
48
52
55
56
57
59
61
61
62
64
64
65
66
67

69
70

71
72
73
74

Vi



4.9 DATA ANALYSIS 74

4.9.1 Cronbach’s Alpha Coefficient 74
4.9.2 Hypothesis Testing 75
4.10 CONCLUSIONS 76
CHAPTER FIVE: ANALYSIS OF THE RESULTS 77
5.1 INTRODUCTION 77
5.2 (HARACTERISTICS OF THETARGETED SAMPLE 77
5.2.1 Response rate 77
5.2.2 Demographic data 77
5.3 DESCRIPTIVESTATISTICS 79
5.4 (OMPARISONS BETWEEN_EADER AND EMPLOYEE RESPONSES 81
5.5 ReLIABILITY 86
5.5.1  Cronbach’s Alpha Reliability Coefficient Sesrfor the MLQ 86
5.5.2  Cronbach’s Alpha Reliability Coefficient $es for the OCQ 88
5.6 RESULTS OF THECORRELATIONANALYSIS 88
5.6.1 Hypothesis One 89
5.6.2 Hypothesis Two 90
5.6.3  Hypothesis Three 90
5.6.4  Hypothesis Four 91
5.6.5 Hypothesis Five 91
5.6.6  Hypothesis Six 92
5.6.7 Hypothesis Seven 93
5.6.8  Hypothesis Eight 93
5.6.9 Hypothesis Nine 95
5.7 (DONCLUSIONS 95
CHAPTER SIX: DISCUSSION, RECOMMENDATIONS AND CONCLU SIONS 96
6.1 INTRODUCTION 96
6.2 RELIABILITY OF THE RESULTS 96
6.3 DISCUSSION OF THERESULTS 97
6.4 IMPLICATIONS FORPRACTICE 101
6.5 LIMITATION 102
6.6 RECOMMENDATIONS FOR FURTHERRESEARCH 102

6.7 (QGONCLUSIONS 103

Vii



LIST OF REFERENCES 105

viii



LIST OF FIGURES

Figure 2.1:
Figure 2.2:
Figure 2.3:
Figure 2.4:
Figure 2.5:
Figure 4.1:

The Basic Leadership Approaches

Transformational Leadership model

A model of the Full Range Leadershipetigoment theory
Transformational leadership process

Transactional leadership process

A schematic representation of the g@mesearch design

16
26
27
32
34
65



LIST OF TABLES

Table 2.1:
Table2.2:
Table 3.1:

Table 4.1:
Table 4.2:

Table 4.3:
Table 5.1
Table 5.2

Table 5.3:
Table 5.4:

Table 5.5:
Table 5.6:
Table 5.7:
Table 5.8:
Table 5.9

Table 5.10
Table 5.11
Table 5.12
Table 5.13
Table 5.14
Table 5.15
Table 5.16
Table 5.17

Leadership versus Management Desangptio 13
Studiesof leadershigraits andcharacteristic§Northouse2001:18) 18
Dimensions of Organisational Commitmeitihin Multidimensional
Models 43
Population, sample and responses rates 6 6
Examples of items from the transfororal, transactional and

laissez-faire leadership styles 68
Dependent and independent variables 72
Demographic Information 78

Sample size, mean score and standardtevior the MLQ and OCQ

dimensions 79
T-tests results for the MLQ (leader antployee) responses 82
Leader and employee responses T-taxsterle’s test for equality of

variance 83
MLQ (leader and raters) T-test resutsefjuality of mean scores 84
Mann-Whitney U-Test for the leader amployee responses 85

Cronbach’s Alpha Reliability Coefficterior MLQ Factors (N=197) 87
Cronbach’s Alpha Reliability Coefficisrior OCQ Factors (N=162) 88

Summary of Hypothesis One Results 89
Summary of Hypothesis Two Results 90
Summary of Hypothesis Three Results 90
Summary of Hypothesis Four Results 91
Summary of Hypothesis Five Results 92
Summary of Hypothesis Six Results 92
Summary of Hypothesis Seven Results 93
Summary of Hypothesis Eight Results 93

Summary of Hypothesis Nine Results 94



LIST OF APPENDICES

Appendix A:
Appendix B:

Appendix C:
Appendix D:

Appendix E:
Appendix F:

Appendix G:

Appendix H:

Appendix I
Appendix J:
Appendix K:
Appendix L:

Appendix M:

Appendix N:

Calculations of mean scores and stahdaviations
Descriptive Statistics

Comparisons between Leaders and Emetosesponses
Non-Parametric Tests

MLQ Reliability Tests results

OCQ Reliability Tests results

Correlation between the leadershipessyld the organisational

commitment

Multifactor Leadership QuestionnaireoBig Key
Organisational Commitment Questionn&oering Key
Survey Notification

Covering Letter

Multifactor Leadership QuestionnaiRafer)
Multifactor Leadership Questionnaiteéder)

Organisational Commitment Questionmair

123
124
126
131
133
135

136
137
137
138
140
142
145
148

Xi



CHAPTER ONE: THE PROBLEM AND ITS SETTING

11 SETTING OF THE STUDY

Today’'s world is more turbulent, chaotic and chadieag than ever before (Kanter, 1995).
Organisational changes are increasingly becomingnaor component of everyday
organisational functioning. The basic principles dbing business successfully are
fundamentally changing. Today’s customers shapanisgtions by demanding what they
want, when they want it, how they want it and whiay will pay for it (Hammer &
Champy, 1993). The historical boundary betweenornst, supplier and competitors is
increasingly becoming blurred (Allio, 1993). Manyganisations have responded to these
competitive pressures by downsizing, restructuang transformation, and thus created a

less secure organisational climate.

The Electricity Distribution Industry (EDI) in SdutAfrica is no exception to the
abovementioned environment. Thus, the South Afrigamernment is in the process of
restructuring the EDI. This is due to the fact ttie current electricity distribution industry
is highly fragmented, with one very large distrimjtseveral medium-sized players, and
many very small players. This diffuses specialiskitls, reduces efficiencies and puts small
municipal distributors under significant pressui@egartment of Minerals and Energy,
2001). The initial change intended will be the sapan of Eskom Distribution from Eskom
to merge with other electricity distributors suck municipalities to form siXRegional
Electricity Distributors (RED’s). Each RED is to operate as an indepenbaesiness unit,
operating as a separate company, with respongilfdit the electricity services within its
region. Eskom’s Eastern Distribution Region is ohéhe players in the future RED scenario

and covers the most part of KwaZulu Natal.

The current environment is accompanied by shortdgkilled, competent and committed
employees. Ulrich (2002) argues that the competiéisige of companies no longer lies in its
product, but in its people. According to Gunnigheraty and Morley (1971) people are the

lifeblood of organisations and they represent thestnpotent and valuable resources of



organisations. No organisation can perform at pealels unless each employee is
committed to the organisation’s objectives and wak an effective team member. It is no
longer good enough to have employees who come tk faghfully everyday and do their

jobs independently. Employees now have to think &ktrepreneurs while working in teams
and have to prove their worth. Ulrich (2002) regapgople as intangible resources which
are difficult to imitate. People are becoming arseuof competitive advantage for most
organisations (Ulrich, 2000). Thus, the commitm&Entompetent employees is critical to the

success of the organisation.

1.2 THE PROBLEM AND MOTIVATION FOR THE STUDY

Eskom Eastern Region has long recognised humatatapia competitive advantage. Thus,
for Eskom’s vision to become a reality, its leatigrsrelies on employees to execute
strategic objectives. The employees’ knowledge garpce, skills, expertise, the ability to
collectively innovate and their decision making gesses is key to the survival of Eskom.
However, Eskom Eastern Region is currently losiompetent employees to other regions
(such as the Western, Central, North West and MorjHfor the same salaries and benefits.
Turnover among these competent employees resultgdrruptions in normal operations,
loss of efficiency, increased replacement and renant cost, project delays, increased
customer dissatisfaction, scheduling difficultiesdathe depletion of the Eskom Eastern
Region’s intellectual capital. Abbasi and Hollm&0Q@0) argue that when an organisation
loses a critical employee, there is negative impactnnovation, consistency in providing
service to customers may be jeopardized, and nuglays in the delivery of services to
customers may occur. Bennett and Durkin (2000gst#iat the negative effects associated
with a lack of employee commitment include absdsteeand turnover. They found that
employee commitment is positively related to orgational outcomes such as job
satisfaction, motivation and attendance. Committegbloyees usually act in the interests of
their organisation and/or the customers being sebyethe organisation (Romzek, 1990).
Furthermore, they tend to generate high performdnm@ness outcomes as measured by
increased sales, improved productivity, profitapiland enhanced employee retention
(Roger, 2001). Consequently, lack of employee cament threatens the survival of the
organisation because a loss of a competent empleyeedéoss of competitive advantage for

the organisation. It does not take many uncommig@gloyees to prevent an organisation



from prospering and ceding competitive advantageotopetitors. Swanepoel, Erasmus, van
Wyk and Scheck (2000) emphasised that the abilityro organisation, to successfully

implement business strategies, to gain a competéovantage and optimise human capital,
largely depends on the leadership styles that eageuemployee commitment. Thus, the
ability of the Eskom Eastern Region’s leadershipetain competent employees is critical to

its survival.

Ulrich (1998) states that as modern organisatiogratpng in an environment characterised
by uncertainty and constant change, the commitraeemployees to the organisation is a
critical determinant in the success or failure gfamisations in their quest for competitive
advantage. Nijhof, de Jong and Beukhof (1998) bkelthat the success of the organisation
depends not only on how the organisation expltéthuman capital and competencies, but
also on how it stimulates commitment to the orgatios. Pfeffer, 1998 states that
committed employees who are highly motivated totiwoute their time and energy to the
pursuit of organisational goals are increasinglknaevledged to be the primary asset
available to an organisation. They provide the liettual capital that, for many
organisations, has become their most critical g&tetvart, 1997). Furthermore, employees
who share a commitment to the organisation and twodiective well-being are more apt to
generate the social capital - found in relationstaparacterised by high levels of trust and
shared values - that facilitate organisationalreay. According to Iverson and Buttigieg
(1998) committed employees accept organisationalkegaeasily while taking responsibility
for their actions. High levels of commitment to tleganisation are likely to reduce
absenteeism, staff turnover and increase levejslofatisfaction and performance. These
positive benefits of committed employees are resmgh as important determinants of

organisational effectiveness.

In the South African context, Meyer and Botha (200@lieve that organisations who
institute formal and informal ways of improving elaygee commitment are better equipped
to deal with the challenges of labour unrest arthistrial action. Meyer and Allen (1991)
conceptualised commitment as a three-dimensionabtaact: Affective, normative and
continuance commitment. They define affective cotrmant as an emotional attachment to
the organisation. Employees with affective commiitneontinue employment with the

organisation because they want to do so. Meyer Ateh (1991) describe continuance



commitment as a form of psychological attachment ato employing organisation.
Employees are seen to calculate the costs of lgdtm organisation versus the benefits of
staying with the organisation. Employees with cmmince commitment also continue
employment with the organisation because they needo so. Finally, employees who
display normative commitment possess a feelingbtifation to continue employment with
the organisation (Meyer & Allen, 1991). Employeeghwnormative commitment have
internal normative pressures to act in a way taasfy the organisation’s goals and interests.
Normative committed employees remain with the oigmtion because they feel they ought

to.

What factors contribute to an employee’s desireetnain committed to the organisation?
This is a question that every leader must addressder to maintain a competent workforce.
The reasons why employees leave an organisatiagerfiom a lack of job satisfaction,
incompatibility with others at work, to a changifamily structure (Ackoff, 1999). Liden,
Wayne and Sparrowe (2000) pointed out that empkgpereciate leaders and organisations
that provide opportunities for decision latituddiallenges, responsibility and meaning,
impact, as well as self-determination. Jermier Backes (1979) discovered that employees
who were allowed to participate in decision-makivagl higher levels of commitment to the
organisation. DeCotiis and Summers (1987) also datlmat when employees were treated
with consideration, they displayed greater levélsammitment. These employees are more
likely to reciprocate by being more committed teittorganisations than employees in more
traditional organisations. Bass and Avolio (199pauggests that transformational leaders
influence followers’ organisational commitment hbyceuraging them to think critically by
using novel approaches, involving followers in dem-making processes, inspiring loyalty,
while recognizing and appreciating the differenede of each follower to develop their
personal potential. According to Pruijn and Bouc(994), transformational leadership is
an extension of transactional leadership and thatder may display various degrees of
transactional or transformational leadership stépending on the situation. In addition,
Meyer and Botha (2000) suggest that Full Range &eship is a strategic organisation
development intervention, designed to enhance rtigadt of leadership on commitment.
Committed employees, working in an environmentrast, flexibility, and empowerment,

are expected to act in the best interests of aanisgtion (Liden, et al., 2000).



This has sparked the need to enquire about theoredaip, between leadership styles and
employee commitment to the organisation, in ordedeal effectively with the problem.
Accumulating evidence suggests that leadershipe stylpositively associated with work
attitudes and behaviours at both an individual arghnisational level (Dumdum, Lowe &
Avolio, 2002). According to Walumbwa and Lawler (&), there is considerable research
available suggesting that the transformational destup style is positively associated with
organisational commitment in a variety of organgal settings and cultures. Shamir,
House and Arthur (1993) indicated that transfororatl leaders are able to influence
employees’ organisational commitment by promotinightr levels of intrinsic value
associated with creating a higher level of persapaimitment on the part of the leader and
followers to a common vision, mission, and orgatiseal goals. Walumbwa and Lawler
(2003) indicated that by encouraging employeegék :iew ways to approach problems and
challenges as well as identifying with employee=eds, transformational leaders are able to
motivate their employees to get more involved iairthwork, resulting in higher levels of
organisational commitment. Bycio, Hackett and Al{@995) reported positive correlations
between leadership behaviours such as charismallectual stimulation, individualised
consideration, and contingent reward on the onedhand affective, continuance, and
normative commitment, on the other hand. Howeves, ibfluence of leadership’s style to
employee’s commitment to the organisation has regnbadequately addressed in the
electrical distribution industry. Thus, there isnaed for greater understanding of the
relationship between the leadership style and weldted attitudes (such as employee
commitment) in order to develop a leadership stylat will encourage organisational

commitment.

The results of the study would help the leadersiifeskom Eastern Region to practise
leadership behaviours that will encourage emplay@®amitment to the organisation. The
study will also contribute to the body of knowledbg providing information on the

relationship between leadership styles and orghorsd commitment.

1.3 THE GOAL OF THE RESEARCH

The overall reason for the research is to iderdifferent aspects of leadership style that

have an influence on employee commitment in genaral be able to determine the



relationship between the two. The results of tlseaech could mould how future leadership
training will be configured within the company bgiresearched. Thus, the main objective
of the study is to investigate the relationshipwesin leadership style and employee
commitment to an electricity utility in South Afdac The hypothesis is concerned with the
relationship between the leadership style beingtized within the organisation and its
influence on the employee commitment. The null higpsis states that there is no statistical
significant relationship between leadership styled aemployee commitment to the
organisation and the alternate hypothesis statas ttiere is a statistically significant

relationship between leadership style and emplogeamitment to the organisation.

1.4 OUTLINE OF THE STUDY

The study is divided into five chapters. Besidess thhtroductory chapter in which the
problem is defined, the research motivated andaihe as well as method of the study

provided, the chapters are organised as follows:

141 Chapter 2 and 3: Literature Review

The literature review section is divided into twaimchapters; a review on the literature on

leadership and organisational commitment.

The chapter on leadership has the following magpics:
. The concept of leadership

. Leadership versus Management

. Leadership theories

. Full Range Leadership Approach

The chapter on organisational commitment has thewong topics:
. The concept of organisational commitment

. Organisational Commitment as a multidimensionaktact
. Development of Organisational Commitment

. Leadership style and organisational commitment



The literature review incorporates the construcbath leadership styles and organisational
commitment and further goes on to critique bothirdgdns. It offers an operational
definition and history of both leadership and oigational commitment adopted by the
researcher. Both reviews conclude with propositios literature aimed at guiding the
investigation of the relationship between leadgrsityle and organisational commitment
undertaken in this study.

1.4.2 Chapter 4: Research Methodology

The research methodology chapter describes theoa@thgy employed in the investigation
of the relationship between leadership styles dwedcommitment of employees to Eskom
Eastern Region. It identifies and briefly descsiliee paradigm of the research and then
goes on to describe how the sample was determitleel; administration of the
guestionnaires; the history of the measuring imsénts used Multifactor Leadership
Questionnaire andOrganisational Commitment Questionnaire); their reliability and validity;

and the research’s ethical considerations.

1.4.3 Chapter 5: Analysis of results

This chapter contains the results, descriptionthefresults followed by the analysis of the
relationship (interpretation of the results) anglarations on what the researcher subscribes
to the results.

1.4.4 Chapter 6: Discussion, recommendations and conclusis

The thesis ends with a discussion, concluding resnand recommendations on further
research on the relationship between leadershlp atyd organisational commitment. The
chapter also discusses the implications of theselteein the light of the literature review.
Research limitations are identified and implicasiari the research are also discussed in this
chapter.



CHAPTER TWO: LEADERSHIP

2.1 INTRODUCTION

Leadership is one of the world’s oldest and mopical issues. Fisher (1999) identified a
paradox regarding leadership in the sense that progssionals cannot lead, and they do
not want to follow. Great leaders are even mordamand in modern times as society and
technology becomes increasingly advanced. The kembbusiness environment has created

a need for leaders who can meet the demands atidnges of organisations.

This chapter presents an overview of the evolutibthe concept of leadership. Leadership
is then discussed in terms of traits theory, behaal approaches, and situational or
contingency approaches. The new leadership theonesnely transformational and
transactional leadership, are discussed, afterhwtiie integrated approach of Full Range
Leadership Development Theory is reviewed. The [Radhge Leadership Development
Theory will be critically reviewed in terms of how has been used to measure

transformational and transactional leadership.

2.2 THE CONCEPT OF LEADERSHIP

There are a number of definitions and views onrtarire of leadership in the literature.
Yukl (1989:252) states that “researchers usuallfindeleadership according to their
individual perspectives and the aspects of the @memon of most interest to them.”
Sorenson (2002) notes that Stogdill's Handbookeddership, first published in 1974, listed
4,725 studies of leadership and 189 pages of refess yet Stogdill himself concluded that
the endless accumulation of empirical data hagprauced an integrated understanding of

leadership.

Burns, in his landmark book, Leadership (1978) olesit that leadership is one of the most
observed and least understood phenomena on eadimmeénting on the subject of

leadership, Northouse (2001) concluded that desp@eabundance of writing on the topic,



leadership has presented a major challenge toijowvaets and researchers interested in
understanding the nature of leadership. It is alsiggalued phenomenon that is very

complex.

Nirenberg (2001) commented that there are as mafigitions of the concept of leadership
as there are authors on the subject of leaderffaps (1990a) echoes this sentiment by
suggesting that there are almost as many diffedefihitions of leadership as there are
persons who have attempted to define the concepheSof the authors have defined
leadership as a position, a person, a behavioatahatyle, a relationship or a process. Thus,
finding one specific definition of leadership isery complex task as studies on the topic are
wide and varied and there is no generally acceplefthition (Bass, 1985b). A brief
discussion of the different approaches to leadprshil provide a basis for examining the

concept of leadership in an organisation.

Generally, leadership involves influencing othativduals to act towards the attainment of
a goal or goals. In the 1950’s, renowned leadershgwrist, Stogdill, captured what is
considered an accurate definition of leadership:.the process of influencing the activities
of an organised group in efforts towards goal sgttand goal achievement” (Stogdill,
1974:11).

Various authors regard leadership as the behawbwan individual when directing the
activities of a group toward a shared goal. Gerbil, and van Dyk (1996) for example
define leadership as an interpersonal processdhradnich a leader directs the activities of
individuals or groups towards the purposeful punseaof given objectives within a
particular situation by means of communication. Bew (2000) also define leadership as
the behaviour of an individual when that persoditiecting and coordinating the activities of
a group toward the accomplishment of a shared Jtalse who define leadership as an act
include Bennis and Goldsmith (1994), who definedéahip as what leaders do, such as
acting with integrity and competence, interpretiregplity, explaining the present and
painting a picture of the future.

Some authors define leadership as a process wharelydividual influences a group of

individuals to achieve a common goal. Gardner (1@#9ines leadership as the process of



influencing the activities of an individual or aogip in efforts toward goal achievement in a

given situation. Vecchio (1997) also describeséesiuip as a process through which leaders
influence the attitudes, behaviours and valuestloérs towards organisational goals. This

was supported by Jacques and Clement (1994) wiegndifined leadership as a process in
which one person sets the purpose or directionotbers and gets them to move along

together with him/her in that direction with comgete and commitment.

According to Nirenberg (2001), leadership is a abitinction necessary for the achievement
of collective objectives. To him, leadership is pt a position in a hierarchy or a chain of
commands, but involves actions of the leader. &pj@oach to leadership sees leadership as
a process of mutual interaction between leaderfalfmver (Nirenberg, 2001). The process
of leadership may be thought of as consisting ofumber of different functions such as
inspiring subordinates, forming and reaching cdoNMec goals, and preserving group
cohesion. Each of these functions can be accongalidhy many different leadership
behaviours. Most definitions of leadership refldoe assumption that it involves a social
influence process whereby intentional influenceexerted by one person (or group) over
other people (or groups) to structure the actisitiend relationships in a group or
organisation (Yukl, 1989).

A more contemporary definition is provided by Kot{@988), where he defined leadership
as the process of moving a group (or groups) insdm@e direction through mostly non-
coercive means. He further suggests that effet¢i@dership is defined as leadership which
produces movement in the long-term best interegshefgroup (or groups). Jago (1982)
supported this when he defined leadership as th®lson-coercive and symbolic influence
to direct and coordinate the activities of the membof an organised group toward the
accomplishment of group objectives. The definit®monsistent with other researchers such
as Burns (1978) and, more recently, Bass (1990&)Yammarino (1997). Bass has been in
the forefront of approaching leadership in termsstyies. He has described three well-
known styles of leadership: laissez-faire, trarieaal, and transformational leadership.
Transformational leaders encourage subordinatesiopt the organisational vision as their
own, through inspiration, thus adopting a long-tgrenrspective and focus on future needs
(Bass, 1990b). Transformational leaders tend t@ l@akiolistic perspective of organisational

factors. Transactional leaders, on the other hatehtify and clarify job tasks for their
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subordinates and communicate how successful exacafithose tasks will lead to receipt
of desirable job rewards (Bass, 1990b). Accordim@Avolio, Waldman and Yammarino
(1991), a transactional leader determines and e®figoals for their subordinates and
suggests how to execute tasks. They provide fe&dbad rewards on completed tasks.
These leaders motivate subordinates to achieveceagéevels of performance by helping
them to recognise task responsibilities, identibalg and develop confidence about meeting
desired performance levels (Bass, 1990b). They nsakerdinates understand how their
needs and the rewards they desire are linked tb ayjdaevement. Laissez-faire leaders
abandon their responsibility leaving their suboat@s to work relatively on their own and

avoid making decisions (Bass, 1990b).

It is clear from the definitions above that leatiggscan be viewed in terms of multiple
perspectives, and that it can be represented asngxas an act, behaviour or process. It is
also clear that each of these perspectives aloree dot give a full explanation of what
leadership is. Leadership is complex and enconegaal these aspects at varying degrees
depending on the situation. For the purpose of thgearch an integrative approach to
leadership will be adopted. This study will focus leadership as both an individual and
group-directed measure of leader behaviour ané.style study will use measures that will
guestion the subordinates about the leader’s betatowards an individual subordinate or

towards an entire group of subordinates.

2.3 LEADERSHIP VERSUS MANAGEMENT

There has been much debate about the differendesdre leadership and management.
Some researchers have chosen to look at this fth@henomenon by developing

theoretical models around the dual concepts ofeledp versus management (see Table
2.1). A review of these descriptions also reveal®lations-oriented versus task-oriented
focus. For instance, Bennis and Nanus (1985) csinardocus on people with a focus on
systems and structures. Zaleznik (1977) differézgicbetween a concentration on what
things mean to people versus concentrating on hows get done. Both Bennis and Nanus
(1985) and Zaleznik (1992) suggest that managershidgs right, whereas leaders do the
right thing. Zaleznik (1992) develops the view thlé differences between leaders and
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managers reflect different personality types arad Hbme people are leaders by nature and

some people are managers by nature.

Kotter (1990) contrasted motivating and inspirirgrsus controlling and problem solving.
He described management as a process of settingchinel/ing the goals of the organisation
through the functions of management: planning, msyag, directing (or leading), and
controlling. Leadership is essentially the procegsuilding and maintaining a sense of
vision, culture and interpersonal relationshipsewmas management is the co-ordination,

support and monitoring of organisational activitigstter, 1990).

Eicher (1998) supported inspiring others againgating operations. Further examination of
these leadership and management distinctions plgklithe freedom researchers use in
interchanging terms. For instance, Bennis and Nar{i885) leadership behaviour of focus
on people is similar to Kotter’'s (1990) motivatiagd inspiring, Zaleznik's (1977) focus on

what events mean to people, and Eicher’'s (199@)jring others.

An examination of the management behaviours revaalequal similarity with word or
phrase exchanges. First, “relies on control” (Ber&iNanus, 1985) is similar to “emphasis
on rationality and control” (Zaleznik, 1977). Sedofsshort-range view” (Bennis & Nanus,
1985) is similar to “maintaining focus on preseeaeds” (Eicher, 1998). Finally, “accepts the
status quo” (Bennis & Nanus, 1985) is similar tolétates mundane and practical work”
(zaleznik, 1977).

Some researchers present leadership and manageasemivo distinct categories of

behaviours and see no intermingling of those behasi They primarily describe leadership
behaviours as being relations-oriented and managebehaviours as being task-oriented
(Bass, 1990b). Other researchers suggest that rédgmoeand management represent a
mixture of both task-oriented and relations-oridrtehaviours, with leadership having some

task-oriented behaviours and management having selate®ns-oriented behaviours.
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Table 2.1:

Leadership versus Management

Desanptio

Leadership Behaviours Management Behaviours

Eicher (1998)
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Gerber and colleagues (1996) identified the maiffierdinces between leadership and
management by demonstrating that a manager is sorpewho exercises the daily
management functions of planning, leading, orgagisand controlling as a result of a
formal position of authority held in the organisati A leader on the other hand, is any
person capable of persuading other people (folls)ver strive for certain goals (formal or
informal), irrespective of his or her position (Rafs, 1996).

Various authors such as Zaleznik (1992) and Vec(t®@7) indicate that a leader can be a
manager, but a manager is not necessarily a leéderleader of a work group may emerge
informally as the choice of the group (Vecchio, Zp9f a manager is able to influence
people to achieve the goals of the organisatiothomt using his or her formal authority to
do so, then the manager is demonstrating leaderst@ipagement deals more with carrying
out the organisation's goals and maintaining dopiuim. However, leadership deals with

change, inspiration, motivation, and influence.

The difference between leadership and managemeitibais followers willingly follow
leaders because they want to, not because theytbgyerolio, et al., 1991). Leaders may
not possess the formal power to reward or sangeformance (Kotter, 1988). He argues
that followers give the leaders power by complymigh what they request. On the other
hand, managers may have to rely on formal authtwityet employees to accomplish goals
(Zaleznik, 1992). Leadership is about having viseom articulating it, ordering priorities,
getting others to go with you, constantly reviewingat you are doing and holding onto
things that you value (Kotter, 1990) whereas mammeg is about the functions, procedures

and systems by which you realise the vision (Kott680).

2.4 LEADERSHIP THEORIES

Leadership has been accompanied throughout timeubyerous theories that have been
categorised into several historically distinct aggwhes that focus either on traits,
behaviours, situational contingencies and transétional leadership. Theories of leadership
attempt to explain factors involved either in trevelopment of leadership, or in the nature

of leadership and its consequences (Bass, 1990akeTltheories attempt to simulate reality
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and thereby show an interrelationship of the varifactors that are perceived to be involved
in the leadership process which takes place betleaglers and followers.

In order to overcome the complexity inherent indieahip theories, Schilbach (1983)
undertook an extensive leadership study and disduasramework of basic approaches to
leadership (in Gerber, et al., 1996). Robbins ()98€ficated that there are three broad
approaches to leadership as well as a move to ppvoaches as shown in Figzel. This

diagram in Figure 2.1 is used as a basis for utalaisg the evolution of the concept of
leadership and to demonstrate the move to new apbpes in leadership theory. This section

will review each approach.
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LEADERSHIP THEORIES

TRAIT BEHAVIOURAL CONTINGENCY
APPROACH || APPROACH APPROACH

« Stogdill (1948) | = McGregor’s theory » Leadership continuum

« Mann (1959) » Theory of Lewin, » Fiedler's Contingency Mode
« Stogdill (1974) Lippit and White * Hersey and Blanchard’s
* Ohio State and Situational leadership

* Lord, DeVader _ ' o
& Allinger University of Michigan | |, ,ce's path-Goal Model

Models
(1986) + Leader-Member-Exchange

Kirkpatrick & » Managerial Grid

Locke (1991)

Theory

vy

NEW APPROACHES
FULL RANGE LEADERSHIP

Figure 2.1:  The Basic Leadership Approaches

Note: Adapted from Amos and Ristow (1999). SmaisiBess Management Series
Human Resources Management, pp 134.
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24.1 Trait approach

In a comprehensive review of leadership theoriewog@ll, 1974), several different
categories were identified that capture the essehtiee study of leadership in the twentieth
century. The first trend correlates leadership il attributes of great leaders. Leadership
was attributed to the supposedly innate qualitiéth which a person is born (Bernard,
1926). It was believed that if the traits that elifintiated leaders from followers could be
identified, successful leaders could be quicklyeased and put into positions of leadership.
Researchers examined personality, physical and aiheharacteristics. The studies were
based on the idea that leaders were born, not naedethe key to success was simply in
identifying those people who were born to be gleadlers. Though much research was done
to identify the traits, researchers were unabléni traits that were consistently associated

with great leadership.

These traits differentiate leaders from followdResearchers, such as Bernard (1926) and
Stogdill (1974), have investigated the role of tiain leadership behaviour. The main
contribution of this approach was to provide evitethat certain characteristics intrinsic in
individuals could result in effective leadershiphig was essentially the first systematic
attempt at a conceptual understanding of leader3ihig trait approach tried to explain what
made certain people great business, social, malignd military leaders. The theory
suggested that certain people were born with sdcéls that made them great leaders.
Because the theory holds that leaders and non+keade differentiated by a universal set of

traits, researchers were challenged to identifydéfenitive traits of leaders (Bass, 1990a).

Table 2.2 shows a summary of the traits and chenatits that were identified by
researchers from the trait approach according tahdase (2001). This shows how difficult

it is to select certain traits as definitive leadep traits.

This approach was heavily criticised, because # m@ possible to define general leadership
traits which fitted the situation. Stogdill (1948uggested that no consistent set of traits
differentiated leaders from non-leaders acrossi@tyeof situations. Tosi, Rizzo and Carroll
(1986) also suggested that the trait theory fal€larify the relative importance of traits.

Further, the approach is too narrow in that it Besiexclusively on the leader and overlooks
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the need of the follower (Robbins, 1996). Stog@i®74) also came to the conclusion that
personality, behaviour and situation had to beudetl to explain the emergence of
leadership. A further implication of the trait appch is that it assumes that leadership is
basically inborn, meaning that selection would be key to effective leadership in an

organisation, rather than other factors such asitiga(Robbins, 1996).

Table2.2.
Stogdill (1948)

Studiesof leadershigraits andcharacteristic§Northouse2001:18)
Mann (1959) | Stogdill (1974) | Lord, De

vader and

Kirkpatrick
and
Allinger Locke (1991)

(1986)

Persistence

Extroversion

Self-confidence

Intelligence Intelligence | Achievement Intelligence Drive
Alertness Masculinity Persistence Masculinity Motivation
Responsibility | Adjustment Insight Dominance Integrity
Initiative Dominance | Initiative Confidence

Cognitiveability

Self-confidence | Conservatism| Responsibility Taskknowledge
Sociability Cooperativeness

Tolerance

Influence

Sociability

Several major studies questioned the basic preofise unique set of traits that defines
leadership, and shifted attention to organisatidnglact and the followers of a leader.
Researchers began to study actions that occur eetigaders and the context of work,
instead of focusing on a leader’s traits (Riggiyll@ & Sorenson, 2003).

2.4.2 Behavioural approach

The next major shift in research into leadershigltdeith examining the types of behaviours

leaders exhibited in an effort to assess what maKestive leaders effective. This focus on

people’s actions was quite different from the tegpproach, which centered on a person’s
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physical and personality characteristics. This aapin looked at leadership behaviours in an
attempt to determine what successful leaders dohaw they look to others (Halpin &
Winer, 1957). Researchers studying the behavioproggh, also referred to as the style
approach, determined that leadership is compossehtally of two kinds of behaviours:
task behaviours and relationship behaviours (Noarkkp 2001). The behaviour approach
attempted to explain how these two types of behasimterface in a manner that allowed a

leader to influence a group to reach a goal.

The approach emphasises behaviour of the leadsslirian & Hunt, 1973). lvancevich and
Matteson (1993) describe behavioural models of desidp, as those that focus on
differences in the actions of effective and indiffex leaders. Hellriegel, Jackson, Slocum,
Staude, Amos, Klopper, Louw and Oosthuizen (20@ted that these models are based on
what effective and ineffective leaders actually dow they delegate tasks to subordinates,
where and when they communicate to others and hewperform their roles. Bass (1990a)
shows how the leader’s behaviour is a cue to evb&esubordinates’ task behaviour. The

leader’s behaviour will determine how well tasks accomplished by followers.

The main behavioural models are McGregor's Theorgnd Theory Y (1960), the Ohio
State and University of Michigan Models (in Helged et al., 2004) and the Managerial Grid
Model of Blake and Mouton (1964). These will be lexped below:

McGregor’s (1960) Theory X and Theory Y model prepd two distinct theories of
leadership behaviours: one negative labelled th&Xoand the other positive labelled
theory Y. His theories contend that leadership behas are based on an assumption
about employees. His Theory X assumption inclutiesbielief that employees dislike
work and will avoid it if possible. According to Nkzegor (1960), here managerial
behaviours include coercing employees, controllingir tasks and activities, and
directing their behaviours. McGregor's (1960) Theof assumption includes the
belief that employees can view work as a positixpeeience given the right
conditions. Here, managerial behaviours includeviding encouragement, positive

reinforcement and rewards.
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The Ohio State and University of Michigan leadgpsttudies identified two primary,
independent factors which are consideration of ctatre (employee-oriented
leadership) and initiation of structure (productmented leadership). The researchers
focused on the behaviours that leaders enactechawdthey treated followers. The
impact of this approach dealt with the broadenihgnanagement’s focus to include
people-oriented as well as task-oriented activities

Blake, Shepard and Mouton (1964) developed the geie grid model and they
identified a two-factor model of leadership behavigimilar to that found at Ohio
State and University of Michigan Models. Blake, gdrel and Mouton (1964) called
these factors “concern for people” and “concern ¢mtput’. They later added
flexibility as a third variable. According to Blak8hepard and Mouton (1964), leaders
can only exhibit behaviours that fall into two peamg categories (task-oriented or
people-oriented). Depending on which category istnicequently shown, a leader

could be placed along each of the two categories.

The behavioural approach looks at what effective imeffective leaders actually do; how
they delegate tasks to subordinates, where and wWisncommunicate to others and how

of leadership, as the focus shifted from who lesdare (traits) to what leaders do
(behaviours). This approach demonstrated that enti&its, behaviours can be seen and
learned and also relate directly to the functionngpeperformed. This has important
implications for management training in that efieetoehaviour, unlike traits, can be learnt.

If training works, we could have an infinite suppifyleaders (Robbins, 1996).

However, leadership behaviours that are appropiiatene situation aren’t necessarily
appropriate in another. Because the behaviouraletaddiled to uncover a leadership style
that were consistently appropriate to all situagjoother leadership models were devised
(Hellriegel, et al., 2004). Behaviour must, to soexent, be dictated to by the specific
circumstances in which the leader operates (lvaobe¥ Matteson, 1993). The next step in

the evolution of knowledge about leadership wasctkation of contingency models.
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2.4.3 Contingency Approach

Contingency theory is a leader match theory thptagns the match of leaders to appropriate
situations. The contingency approach suggests rnibasingle leadership style, specific
leadership functions or particular leadership diesliare recommended as the best under all
circumstances (Gerber, et al.,, 1996). The contiogeapproach represents a shift in
leadership research from focusing on the leadérdking at the leader in conjunction with
the situation in which the leader works (Fiedle©78). It suggests that a leader's
effectiveness depends on how well the leader's $itgl with the context. To understand the
performance of leaders, it is essential to undedstatuations in which they lead. Effective
leadership occurs when the leader accurately dsegdhe development level of the
subordinates in a task situation and then usesdetship style that matches the situation
(Blanchard, Zigarmi & Nelson, 1993). Leadershipeefiveness depends on the fit between a
leader's behaviour and the characteristics of sliates and the subordinates’ task (House,
1977).

The main contingency models are the Leadershipi@anrn of Tannenbaum and Schidt,
Fiedlers Contingency Model, Hersey and Blancha&itsiational Leadership Model and
House’s Path-Goal Model and the Leader-Member BExghaheory (Bass, 1990a). These

will be discussed below:

Fiedler's (1967) contingency theory posited thdedfve group performance was
dependent upon the appropriate match of the lemgmrsonality and the situation.
Personality orientation of the leader is centeredaotask or interpersonal style.
Hellriegel and colleagues (2004) indicated thadézahip depends on matching a
leader's style to a situation’s demand. Situatiofedtors that influence leader
effectiveness included leader-member relationsresegf task structure, and power-
position of the leader. Leader-member relationserretl to the quality of the

relationship between the leader and member (Fied87). The leader’s influence
over the members was enhanced through a strortgnsaip.

Hersey and Blanchard’s (1977) situational leadergheory proposed that leaders

should vary their behaviours according to the mefahmaturity and they classified
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leader behaviours along two dimensions: directie@aviour (similar to initiating-

structure and production-centred) and supportiveabieur (similar to consideration-
structure and employee-centred). Hersey and Bladc{i®77) also claimed that the
levels of directive and supportive leader behavistuould be based on the level of

readiness of the followers.

Directive behaviour, described one-way directioc@hmunication from the leader to
the member. Supportive behaviour, described bitdmeal communication from the
leader when providing social-emotional supporttfee member. Member maturity or
readiness referred to the ability and willingnegsnembers to take responsibility for

directing their own behaviour in relation to a Sfie¢ask.

These behaviours are labeled as delegating, geaticg, selling, and telling. As an
employee becomes mature (i.e. grows in capacitylityabeducation, experience,
motivation, self-esteem, confidence), the needstmio-emotional support increases,
while the need for structure declines. Beyond a@agetevel of maturity, the need for
both types of orientation decreases. Thus, as mhgloyee matures, directing and
supporting are replaced with negotiating and padiing, and all are eventually

terminated or applied only on an as needed basis.

The path-goal theory of leadership (House, 19713tytated that the eventual
performance and satisfaction of group members wighlyh influenced by the
appropriateness of leader behaviours in relatiomeémber’s needs and desires as well
as the characteristics of the task. Thereforefuhetion of the leader was to provide
coaching, guidance and personal support to membanmsecessary. The path-goal
theory proposed that group members preferred alyhigtiuctured regime when

presented with ambiguous, varied and interdepertdsks.

Initiating structure and close supervision from tbader helped clarify the path-goal
relationship and increased the coordination, satigfn and performance of the group
members. Should the members not be able to malke judgments about situational
requirements because of their characteristicdetser must take action and decide for

the members.
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The leader-member exchange theory addresses |agrlassa process centered in the
interaction between leaders and followers. Led&dember Exchange theory (LMX)

was developed by Danserau, Cashman and Hager (B378)response to Average
Leadership Style (ALS), which assumed that leadeasntain similar relationships

with all of their employees. They highlighted thays leaders differentiate between
their subordinates by creating in-groups and oatygs. Subordinates become in-
group members based on how well they get along tivéHeader and whether they are
willing to expand their roles and responsibilit{@anserau, Cashman & Hager, 1975).
In-group members receive extra opportunities ameards, while out-group members
receive only standard benefits. Thus, in-group mamihave high quality exchanges
characterised by “mutual trust, respect, and ottiga (Graen & Uhl-Bien, 1995),

whereas out-group members have low quality excleatigg have less trust, respect,

and obligation.

The weakness of the contingenapproach is that it failed to provide some univiersa
principles of leadership (Bass, 1990a). The thdmyg not adequately explained the link
between styles and situation (Rice, 1978). Priesiguch as integrity are not governed by
any particular situation (Robbins, 1996). The bempproaches also do not pay enough
attention to the needs of the follower and thiscamtrary to literature on motivational
theories (Tosi et al, 1986). The contingency apgtaalso assumes that leaders are merely
shaped by their situation, when it might be possiblat truly effective leaders can shape
situations around them (Kotter, 1990). Yukl (20@230 stated that although situational
leadership theories provide insights into reasooss dffective leadership, conceptual
weaknesses limit the approach’s usefulness. Thus,difficult to derive specific testable
propositions from the approach, with the approaatpermitting strong inferences about the
direction of causality.

Each of these approaches (behavioural and contigyéas its advocates and each attempts
to identify the leader behaviours most approprifmtie a variety of different situations
(Ivancevich & Matteson, 1993). The main contribataf the contingency was, therefore, to
demonstrate the importance of situational factorieadership, resulting in more systematic

leadership research.
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24.4 New Approaches

As can be seen from the previous sections, thig baavioural and contingency approaches
do not agree on how leaders can best influencewells. Furthermore, these basic
approaches lack rigour, generality and the oppdstun employ standard measurements
(Bass, 1990a). These approaches had not beenyrigstied in practice and they were too
specific either in defining leadership in termstddits, behaviours or situations. A need
existed for leadership principles that includedrieeds of followers. These principles could

then be adapted to specific situations, thus mairigg the contingency approach.

Until recently, most of the discussion on leadgrdims addressed transactional leadership.
These leaders motivate subordinates to achievectgdéevels of performance by helping

them to recognise task responsibilities, identibalg, develop confidence about meeting
desired performance levels and understand how tigeids and the rewards they desire are
linked to goal achievement (Bass, 1990b). The leshile induces acceptable behaviour and
disciplines unacceptable behaviour. Bass (1990@dniat the leadership research over the
years has proved that loyalty is more powerful thangible inducements. This was

supported by Ulrich (2002) when he stated that eyg®#s’ commitment is a valuable and

intangible asset which can produce tangible resttensformational leaders understand and
adapt to higher order needs (self-actualisation asgtem needs) and motives of the

followers.

Globally, the environment has become more competiéind dynamic, so various leaders
throughout the world have realised the need to nuddeages in their way of operating if

their organisations are to survive (Kotter, 199Dhus, many new leadership styles have
taken place in recent years. Renowned leaderskiriits such as Avolio, Waldman and
Yammarino (1991), Bass (1990a), Bennis and Nan@®5)land Burns (1978) to name but a
few, have completed extensive leadership reseaksha result a new theory, termed

transformational leadership, has been identifiethasnost appropriate style of leadership in

contemporary organisations.

The transformational leadership approach attemptaddress the inherent limitations in

previous leadership theories by providing a hdistiew of leadership. Transformational
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leadership overcomes the inherent lack of gengrialiprevious leadership theories. This is
an encompassing approach that can be used tolukeacwide range of leadership processes,
from specific intentions to influence followers, anone-to-one level, to a broad attempt to
influence organisations and even entire culturedlowers and leaders are inextricably
bound together in the transformation process (BasAvolio, 1990b). It builds on the
previous leadership approaches as contemporaryised@mns seek a universal approach in
their leadership, as they compete more and maaggiobal market, which is not constrained

by culture or political boundaries.

Figure 2.2 demonstrates that transformational lshge theory integrates the trait,
behavioural and situational approaches. This toansdtional leadership theory recognises
that there are certain traits inherent in leadadsfallowers and these can be observed, learnt
and developed. Based on unique personality chaistate, the leader acts or behaves in
certain ways to influence the followers to achielgectives. The followers respond to the
leader’s trait-based behaviour in either a positivenegative way. The leader-follower
interaction is influenced by various situationsnal to transformational leadership is the
fact that the behaviour exhibited by the leadeu$as not only on tangible inducements, but
more on developing the follower to transcend tlweun self interest for the good of the

group (Bass, 1990a).

Figure 2.2 shows that integrating trait, behavibaral situational approaches results in a set
of universal leadership principles. These are pies that are not constrained by culture or
political boundaries. Transformational leadersrasmgnized as change agents who are good
role models. They create and articulate a clearwidor the organisation; empower
followers to achieve higher standards; act in widngg make others want to trust them; and
give meaning to organisational life (Bass & Avoli®90b).

It should also be specifically noted that traiteh&viours and, particularly, needs of the
follower, influence the leadership process mora thaéransaction between the leader and the
follower. The transformational leadership approscsometimes referred to as the full-range
leadership approach as it is seen to develop Isaatst followers to heightened levels of

potential. This point will be further elaboratediarsection 2.5.
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The theorists mentioned earlier in this sectiorctisas 2.4.1, 2.4.2 and 2.4.3), contend that
these principles, if applied, should result in efifee behaviour and effective organisations.
In order to address the inherent limitations invpres leadership theories a holistic approach
of leadership is needed (Amos & Ristow, 1999).

Leader’s Behaviours
* Vision

* Framing

* Impression management

Follower’'s Behaviours
< Identification with the leader

and the leader’s vision
« Heightened emotional levely
« Feelings of empowerment
e Suspension of judgement to
follow leader unquestioningly

Situational Factors

» Crisis

* Need to “pull” together to
achieve new vision

» Major social or organisational change
» Higher levels of effort by followers

» Greater follower satisfaction

* Increased group cohesiveness

Figure 2.2:  Transformational Leadership mqgghgllriegel et al, 2004).
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2.5 FULL RANGE LEADERSHIP APPROACH

The Full Range Leadership (FRL) approach as deedldqgy Bass and Avolio (1994; 1997)

encompasses a range of leader behaviours. Thislnasddepicted in Figure 2.3, describes
leaders as utilising a wide range of the differfemins of leader behaviours. The range of
behaviours starts with transformational leader brhas to transactional leader behaviours
reaching to the lowest leader interaction of lassére leader behaviour (Bass & Avolio,

1994). These leadership styles have been desdoblealve a direct effect on individual and
organisational level outcomes (Bass, 1990a; Yukb& Fleet, 1992).

Effective

MBE(A)

Passive Active

Ineffective

Figure 2.3 A Model of the Full Range Leadership &epment TheoryfBass ant
Avolio, 1994: 5)

Bass (1985a) based his descriptions of transfoomaltiand transactional leaders on Burns'’s
(1978) ideas. Burns (1978) proposed that one califig@rentiate ordinary from extra-
ordinary leadership. He described transactionatldess as those leaders who influence
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compliance by expected rewards. Transactional tshgeis an exchange relationship that
involves the reward of effort, productivity and &ty. Transformational leaders emphasise
higher motive development and arouse followers’ imadion and positive emotions by
means of creating and representing an inspiringowviof the future (Bass, 1997).
Transformational leaders are those who motivatar thilowers to perform beyond
expectation by raising the follower’s confidencedks and providing support for developing
to higher levels. Followers feel a greater degreeespect and trust for the leader. The
“backbone” of this theory is that followers are monotivated to enhance their performance

by transformational leadership rather than tramsaat leadership (Bass & Avolio, 1990b).

The work of Bass and colleagues (Bass & Avolio, G89expanded Burns’s factors of
leadership to include a third leadership style echllaissez-faire leadership style. Bass
(1990a) described the laissez-faire leader as tivregly passive leader who is reluctant to
influence subordinates considerable freedom, to tfwnt of abdicating his/her
responsibilities. In a sense, this extremely passipe of leadership indicates the absence of

leadership.

25.1 Transformational leadership style

According to Burns (1978) transformational leader® to ensure that followers are
consciously aware of the importance of sharing miggional goals and values. They also
find ways to ensure that followers know how to aeki these goals. Burns (1978) further
states that transformational leaders motivate tfwiowers to go beyond their own self-
interests and give effort on behalf of the orgatsaby appealing to the higher order needs

of followers.

Yukl (1989) defined transformational leadershigtesprocess of influencing major changes
in attitudes and assumptions of organisational negsland building commitment for the
organisational mission and objectives. Transforomati leaders are said to appeal to higher
ideals and moral values of followers, heightenrtlesipectations and spur them to greater
effort and performance on behalf of the organisa(iBass, 1990a; 1995; Bass & Avolio,

1990b). Bass and Avolio (1990b) suggest that tansditional leaders inspire followers with
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a vision of what can be accomplished through exteasonal effort, thus motivating
followers to achieve more than they thought theyl@chieve.

The relationship between a transformational leahet followers is characterised by pride
and respect (Bass & Avolio, 1990a). The employdesnalevelop a high level of trust and
confidence in such a leader. The employees aredgmwidentify themselves with the leader

and develop a strong sense of loyalty to them.

Transformational leaders encourage problem solundollowers rather than constantly
providing solutions and directions and a greated pb knowledge (Buhler, 1995). Bass and
Avolio (1994) suggest that a consequence of thisabeur is that followers develop the
capacity to solve future problems which might bdowseen by the leader. Dubinsky,
Francis Yammarino, Jolson and William (1995) alasggest that leaders who are
intellectually stimulating often possess a highelenf risk-taking because of their capability
to trust the abilities of their followers. Individls who work for transformational leaders
may willingly expand their job descriptions as thégvelop a greater conception of the

organisation as a whole (Avolio, et al., 1991).

Bass and colleagues (Avolio, Bass & Jung, 1995918ass, 1985a; 1997) have identified
five factors which represent behavioural componeftdransformational leadership: 1)
idealised influence (attributes); 2) idealised uefice (behaviour); 3) inspirational
motivation; 4) intellectual stimulation and 5) imdlualised consideration. Idealised
influence attributes occur when followers identifjth and emulate those leaders who are
trusted and seen as having an attainable missidrviaion. Idealised influence behaviour
refers to leader behaviour which results in follesvielentifying with leaders and wanting to
emulate them. Leaders demonstrating idealiseddanfla or charisma instil pride in their
subordinates and command respect (Bass, 1990a;8Basslio, 1990a). Employees have a
high level of trust and confidence in such leadensd to adopt their vision, seek to identify
with them and develop a strong sense of loyaltghem. A charismatic leader does not
derive authority from rules, position or traditiooyt from the followers’ faith and trust.
Idealised influence is coupled with an emotiontaiment of the followers to identify with

the leader.
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Inspirational motivation implies that leaders behav ways that motivate and inspire those
around them by providing meaning and challeng&eda followers’ tasks. Avolio, Waldman
and Yarmmarino (1991) postulate that antecedentd) as past personal accomplishments,
the development of communication skills and the mlodeling of other leaders, create the
potential to inspire others. This potential is ig&d in part by the interplay with
individualised consideration and intellectual stiation when the person is in a leadership
role. Such behaviour strengthens the leader'sratgmal appeal, because it makes followers
feel valued, self-confident and assured that te@ider can overcome obstacles and help the
group to meet new challenges and opportunitieealér's level of inspirational motivation
is further strengthened, if a vision, of where tjieup is heading, is shared by co-workers.
As other means of generating excitement and comfigleinspirational leaders often set an
example of hard work, remain optimistic in times aises and search to reduce an

employee’s duties and workloads by using creatigekunethods.

Intellectual stimulation occurs when leaders enagartheir followers to be innovative and
creative by questioning assumptions, reframing lerab and approaching old situations in
new ways. Intellectual stimulation also occurs wltlee leader prompts the followers to
provide alternative solutions to the problems ahdllenges. Avolio and his colleagues
(1991) argue that the most important benefit afigfarmational leadership is that followers
do not resist self-development and frequently destrate an enhanced commitment to their

job, co-workers and the organisation.

Individual consideration occurs when leaders retatéollowers on a one-to-one basis in
order to elevate goals and develop skills. Lead#rs display individual consideration treat
each employee as an individual and are attentivéhéounique needs, capabilities and
concerns of each individual (Bass, 1985a). Suclielealisten to and share an individual's
concerns while simultaneously helping to build tindividual's confidence. They also
consider the individual’s developmental and growtkeds. These leaders remove
'roadblocks' in the system, which inhibit both thevelopment of the followers and their
achieving optimum performance. They are able tgribae and evaluate the needs of each
follower and then elevate them as required for bigneg each follower to his optimum

potential.
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Leaders who demonstrate individual consideratidenotoach, mentor and counsel their
subordinates. Leaders manifesting inspirationalivabbon articulate high expectation to

subordinates (Bass, 1985a). They communicate impbigsues very simply and use various
symbols to focus their efforts. They also demonstsalf-determination and commitment to

attaining objectives and present an optimistic actdevable view of the future.

A transformational leader provides intellectuaihstiation to employees by encouraging
them to try out new approaches in solving problé¢@ass, 1985a). They challenge the status
guo and encourage employees to explore new wagsloéving organisational goals and
objectives. Subordinates under such leadershima@tréesitant to offer their ideas, become
critical in their problem solving and tend to haemhanced thought processes. An
intellectually stimulating leader helps people hink about 'old" problems in new ways and
to use reasoning and evidence to solve problemss(B4985a; 1985b). Intellectual
stimulation is also helpful when the leader israfténg to maintain excitement and a high
level of motivation among an educated workforce tirafers to have their opinions at least

considered by the leader.

Figure 2.4 demonstrates how the transformatioredde motivates followers to work for
transcendental goals instead of short-term interébe leader is able to expand the
follower’s portfolio of needs. As a result, thel@ler is not only concerned with the basic
needs (such as physiological, safety (security) smdal needs) according to Maslow’s
Hierarchy, but is also concerned with higher ordereds such as esteem and self-
actualisation. The leader builds confidence in fbidowers through employing the five
components of the transformational leadership stylbich along with the increased

portfolio of needs, changes the culture of the wiggion.

As opposed to the purely transactional approadlgviers now have a heightened view of
the probability of success and value the designateidomes to a greater extent. The
followers’ heightened motivation to achieve theigeated outcomes leads to performance
which is often beyond expectations, as followerkil@k what Bass (1985a; 1990b) calls

extra effort.
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LEADER: EXPANSION OF
FOLLOWER'S PORTFOLIO OF
NEEDS

LEADER: TRANSCENDING OF
FOLLOWER' S SELF
INTERESTS

LEADER: EXPANSION OF
FOLLOWERS PORTFOLIO OF
NEEDS

LEADER: CONFIDENCE
BUILDING IN FOLLOWER

4L

LEADER: ELEVATION OF
FOLLOWER'S SUBJECTIVE
PROBABILITIES OF SUCCESS

LEADER: CHANGE IN
ORGANISATIONAL CULTURE

NORMAL  TRANSACTIONAL
PROCESS AS IN FIGURE2.5
UNDER SECTION2.5.2

1L

FOLLOWER: CURRENT STATE
OF EXPECTED EFFORT

LEADER: ELEVATION OF
VALUE OF DESIGNATED
OUTCOMES

—
L

FOLLOWER: HEIGHTENED
MOTIVATION TO ATTAIN
DESIGNATED OUTCOME

(EXTRA EFFORT)
FOLLOWER: EXPECTED FOLLOWER:
PERFORMANCE PERFORMANCE BEYOND
EXPECTATIONS
Figure 2.4:  Transformational leadership process$B1985a)
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25.2 Transactional leadership style

Bass (1985b; 1990a; 1990b; 1999) referred to taiiwsenl leadership as an exchange
relationship between leader and follower. Transaeti leadership theory is grounded in the
social learning and social exchange theories, whedognise the reciprocal nature of

leadership (Deluga, 1990). It is based on the gatin that leadership does not necessarily
reside in the person or situation, but residehéndocial interaction between the leader and
the follower (Van Seters & Fields, 1989).

Bass (1985a) and Bass and Avolio (1997) descritztactional leadership in terms of two
characteristics: the use of contingent rewardsraadagement by exception. They described
contingent reward as the reward that the leadéte@dtow on the subordinate once the latter
has achieved goals that were agreed to. Contingaward is therefore the exchange of
rewards for meeting agreed-on objectives. By makingj fulfilling promises of recognition,
pay increases and advancement for employees wiharmewell, the transactional leader is
able to get things done. Bass (1985a) therefoneearthat by providing contingent rewards,
a transactional leader might inspire a reasonaldgred of involvement, loyalty,

commitment and performance from subordinates.

Transactional leaders may also rely on active mamagt by exception which occurs when
the leader monitors followers to ensure mistakesrat made, but otherwise, allows the
status quo to exist without being addressed (Bags/dlio, 1995). In passive management
by exception, the leader intervenes only when thigig wrong. In general, one can conclude
that transactional leadership is an exchange oalstiip that involves the reward of effort,

productivity and loyalty.

As can be seen in Figure 2.5, the leader helpfottmaver to identify what needs to be done
to accomplish the desired results. The leader, tiery@nly takes the follower’s basic needs
into account. Therefore, as Bass (1985a) contdraissactional leadership uses satisfaction
of lower order needs as the primary basis for nattiwm. The focus in transactional
leadership is on role clarification. The leaderpsethe follower in understanding exactly
what needs to be done in order to meet the orgam&aobjectives and goals. A successful

result of transactional leadership would be an etqueoutcome.
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LEADER RECOGNISES WHAT FOLLOWER LEADER RECOGNISES WHAT FOLLOWER
MUST DO TO ATTAIN DESIGNATED NEEDS

OUTCOMES

CLARIFIES FOLLOWER S ROLES LEADER CLARIFIES HOW FOLLOWERS

NEEDS FULFILLMENT WILL BE
EXCHANGED FOR ENACTING ROLE TO
ATTAIN DESIGNATED OUTCOMES

FOLLOWER FEELS CONFIDENCE IN FOLLOWER FEELS CONFIDENCE IN
MEETING ROLE REQUIREMENTS MEETING ROLE REQUIREMENTS
(SUBJECTIVE PROBABILITY OF SUCCESB (SUBJECTIVE PROBABILITY OF SUCCESE

~_

FOLLOWER DEVELOPS MOTIVATION TO
ATTAIN DESIRED OUTCOMES

(EXPECTED EFFORY

Figure 2.5 Transactional leadership process (B£xHa)

253 Laissez-Faire leadership style.

Both the transformational and transactional leadeesdescribed as leaders who actively
intervene and try to prevent problems, althoughy thee different approaches. When
researching these two active forms of leadershig, finds that they are often contrasted
with the third style of leadership, called laisseize leadership (Bass, 1990a). Deluga
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(1990) describes the laissez-faire leader as ameragt passive leader who is reluctant to
influence subordinates’ considerable freedom, te tphoint of abdicating his/her
responsibilities. In a sense, this extremely passipe of leadership indicates the absence of

leadership.

Laissez-faire style of leadership is also referrecas management-by-exception (Bass &
Avolio, 1990a). Management-by-exception charactsrifow leaders monitor negative
subordinates’ behaviour and exert corrective actaty when subordinates fail to meet
objectives. Leaders who manage by exception interamly when procedures and standards
for accomplishing tasks are not met. It can theeebe concluded that by ‘laissez-fajri¢’is
meant that the leader is not sufficiently motivated adequately skilled to perform

supervisory duties.

254 Integrating transformational and transactiond leadership styles.

In his reformulation of transformational leaderstass extended Burn’s concept and sees it
as a separate dimension to that of transactioadelship (Bass, 1985a; 1998; 1999; Bass &
Avolio, 1993). Hater and Bass (1988) point out tleintrasting transactional and
transformational leadership does not imply that thedels are unrelated. Bass (1985a)
viewed the transformational/transactional lead@rsharadigm as being comprised of
complementary rather than polar constructs, wiimgformational leadership building on
transactional leadership, but not vice versa. Asntiored previously Bass (1985a)
integrated the transformational and transactiotyds by recognising that both styles may
be linked to the achievement of desired goals dpectives. This view proposes that the two
styles are complementary in the sense that theftranational leadership style is ineffective
in the total absence of a transactional relatigndigtween leader and subordinate (Bass,
Avolio & Goodheim, 1987).

Transformational leadership also has been linkegatmus criteria of effectiveness. In one
study, Guzzo, Yost, Campbell and Shea (1993) stegesansactional and transformational
leadership styles can positively affect group poyeand effectiveness. Transformational
leadership, when compared to transactional anddaitaire leaders has also been shown to

have higher performing work groups as well as sdibates who reported greater
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satisfaction and members who exerted extra efoitamplete the task (Bass, 1985a). In
addition, transformational leadership is signifitanrelated to other relevant outcome
variables such as follower perceptions of role iglamission clarity, and openness of

communication (Hinkin & Tracey, 1994).

Any particular leader might embody both forms @dership, as these comprise independent
behaviours. A leader may employ both styles aedffit times or in differing amounts at the
same time. Considerable recent research provideeree - garnered by both its main
proponents and more independent researchers -shbats transformational leadership as
eliciting extra effort and performance from followeover and above that expected in an
exchange relationship with a purely transactiomader (Bass, 1985a; Bass & Avolio,
1990a; House & Shamir, 1993).

255 Limitation of transformational leadership

A major drawback of transformational leadershiphist it has a potential to be abused as it
involves changing people’s values and moving thematnew vision. Both styles of
leadership, transformational and transactional, ehatwong philosophical and ethical
components. Bass (1985a) acknowledged that tranaf@mnal leaders can wear “white hats
or black hats”. In addition, others have argued thi@h transformational and charismatic
leaders can be self-centered and manipulativeamthans they use to achieve their goals
(Bass & Steidlmeier, 2003).

It has been suggested that transformational lehigelesnds itself to amoral puffery, since it
encourages followers to go beyond their own se#rasts for the good of the organisation.
The irrational engagement of the followers throwghotions in pursuit of self-interest is
contrary to the followers’ best interests (StevebBdntino & Victor, 1995). Bass and

Steidimeier (2003) distinguished between pseuduwsfamational leaders, who are self-
interested and lack moral virtue, and “authentiginsformational leaders, who are more

clearly “moral” leaders.

A second criticism is that transformational leatigrsis elitist and antidemocratic

(Bass & Avolio, 1993). Related to this criticismtlsgat transformational leadership suffers
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from a “heroic leadership” bias (Yukl, 1999). Tréorsnational leadership stresses that it is
the leader who moves followers to do exceptionaigh By focusing primarily on the
leader, researchers have failed to give attenbashared leadership or reciprocal influence.
Followers can also influence leaders just as leadan influence followers. More attention
needs to be directed at how leaders can encouotige/érs to challenge the leader’s vision
and share in the leadership process.

2.6 CONCLUSIONS

A broad overview of leadership has now been presemt this chapter. Various authors
agree that leadership is a critical factor in thecgess or failure of an organisation; excellent
organisations begin with excellent leadership andcessful organisations reflect their
leadership (Bass, 1994; 1997).

Leadership was defined and a comparison betweenageament and leadership was
presented. The three leadership theories that haem developed over time are trait
theories, behavioural approaches and situationdlfogency approaches. Each of these
approaches describes different dimensions of lsageand their effects on the relationship
between leaders and their followers. Furthermoransactional and transformational

leadership were discussed. The Full Range LeageBévelopment Model, developed by
Bass and Avolio (1994), provides the developmentrahsformational leadership from

transactional leadership. This was supported byrPamd Boucher (1994) when they stated
that transformational leadership is an extensionrarfisactional leadership. According to
them a leader may display various degrees of tcéiosal or transformational leadership

style depending on the situation. This model presic theoretical framework for the

purpose of this research.

The literature has shown that transactional andsfoamational can get results from
subordinates that are beyond expectations (Bas$7)l19eaders can contribute to an
employee’s desire to remain committed to the ogtion by inducing employee’s trust and
confidence in them. Bass (1990a) noted that thdelship research over the years has
proved that loyalty is more powerful than tangibfelucements. Price (1997) further

suggests that employees are far more likely todmenaitted to the organisation, if they have
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confidence in their leader. The literature has gecsed the influence of leadership style on
employee commitment. It is therefore appropriateéhe stage that the next chapter will

discuss the second variable within the researg/ansational commitment.
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CHAPTER THREE: ORGANISATIONAL COMMITMENT

3.1 INTRODUCTION

This chapter defines the conceptualisation of dsgdional commitment to be used in this
study by exploring the evolution of the conceptetion of commitment over the past
quarter century. Meyer and Allen’s (1991) multi-@insional approach to organisational
commitment is discussed in detail. The predictofs how an individual develops

commitment to the organisation is also explaindte ihfluence of personal characteristics
on organisational commitment has been extensivealyied with the focus on demographic
variables such as age, gender, tenure and edualaierel and dispositional attributes

(Nijhof, De Jong & Beukhof, 1998). In addition, easgted variables such as the personal
characteristics of the employee, organisationatastiaristics and work characteristics were
also investigated (Mowday, Steers & Porter, 1978hnsequences of organisational
commitment were analysed. This chapter also revithwesexisting connection between

leadership style and organisational commitment.

3.2 THE CONCEPT OF ORGANISATIONAL COMMITMENT

Generally, organisational researchers agree tltahaensus has not yet been reached over
the definition of organisational commitment (Mowda®98; Scholl, 1981; Suliman & Isles,
2000a; 2000b; Zangaro, 2001). Scholl (1981) indkathat the way organisational
commitment is defined depends on the approach mengtment that one is adhering to.
Accordingly, organisational commitment is definather as an employee attitude or as a
force that binds an employee to an organisatioccoAding to Suliman and Isles (2000a),
there are currently four main approaches to comediping and exploring organisational
commitment. There is the attitudinal approach, ble@avioural approach, the normative
approach and the multidimensional approach.

The attitudinal approach views commitment largely an employee attitude or more

specifically as a set of behavioural intentions.e Thmost widely accepted attitudinal
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conceptualisation of organisational commitmenthiat tby Porter and his colleagues who
define organisational commitment as the relativengjfth of an individuals’ identification
with and involvement in a particular organisatidviovday, et al., 1979). They mention
three characteristics of organisational commitméht:a strong belief in and acceptance of
the organisation’s goals and values, (2) a willeggito exert a considerable effort on behalf
of the organisation and (3) a strong intent or rée remain with the organisation. Within
this approach, the factors associated with comnmtneclude positive work experiences,
personal characteristics and job characteristicBilewthe outcomes include increased

performance, reduced absenteeism and reduced exegiayover.

The second approach refers to organisational comenit as behaviour (Zangaro, 2001).
The behavioural approach emphasises the view thaeraployee continues with an
employing organisation because investments suchinas spent in the organisation,
friendships formed within the organisation and pemdenefits, tie the employee to the
organisation. Thus an employee becomes committeahtorganisation because of “sunk
costs” that are too costly to lose. The side-bebth forms the foundation of this approach
(Allen & Meyer, 1990). According to Becker (196@mployee commitment is continued
association with an organisation that occurs bexanfs an employee’s decision after
evaluating the costs of leaving the organisatible emphasises that this commitment only
happens once the employee has recognised the ssatiaed with discontinuing his
association with the organisation. In a similarnyekanter (1968) defines organisational
commitment as “profit” associated with continuedtiggpation and a “cost” associated with
leaving. That is, employees stand to either panfilbose depending on whether they choose
to remain with the organisation. Whereas the dlitial approach uses the concept of
commitment to explain performance and membership, lehavioural school uses the
concept of “investments” as “a force that ties ewgpks to organisations”, to explain

organisational commitment (Scholl, 1981).

The normative approach is the third approach, wtadchpues that congruency between
employee goals and values and organisational aiake ine employee feel obligated to the
organisation (Becker, Randall & Reigel, 1995). rfrthis point of view, organisational

commitment has been defined as “the totality ofrimélised normative pressures to act in a

way which meets organisational goals and interg$%&iner, 1982:421).

40



Etzioni (1961) who, as cited by Zangaro (2001),cdbs organisational commitment in
terms of three dimensions; moral involvement, dakie involvement and alienative
involvement, with each of these dimensions repiasgnan individual’'s response to
organisational powers. Moral involvement is defireda positive orientation based on an
employee’s internalisation and identification witbrganisational goals. Calculative
involvement is defined as either a negative or sitpe orientation of low intensity that
develops due to an employee receiving inducememh fihe organisation that match their
contributions. Alienative involvement on the othkand is described as a negative
attachment to the organisation. In this situatiadjviduals perceive a lack of control or of
the ability to change their environment and thaefemain in the organisation only because
they feel they have no other options. Etzioni's@lPthree dimensions incorporate the

attitudinal, behavioural and normative aspectsrgénisational commitment.

O'Reilly and Chatman (1986) supported the noticat thrganisational commitment should
be seen as a multidimensional construct by devagppheir multidimensional approach
based on the assumption that commitment representdtitude towards the organisation,
and the fact that various mechanisms can leadvelalement of attitudes. Taking Kelman’s
(1958) work as their basis, they argue that comeritncould take three distinct forms that
they call compliance, identification and internatien. They believed that compliance
would occur when attitudes and corresponding belasi are adopted in order to gain
specific rewards. Identification would occur whean individual accepts influence to
establish or maintain a satisfying relationshipastly, internalisation would occur when the
attitudes and behaviours that one is encourageadtpt are congruent with one’s own

values.

The most popular multi-dimensional approach to oiggtional commitment is that of
Meyer and his colleagues. In 1984, Meyer and Allesed on Becker’s side-bet theory,
introduced the dimension of continuance commitmerthe already existing dimension of
affective commitment. As a result, organisatiosammitment was regarded as a bi-
dimensional concept that included an attitudingleas as well as a behavioural aspect. In
1990, Allen and Meyer added a third component, ihatormative commitment to their two

dimensions of organisational commitment. They peggl that commitment as a
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psychological attachment may take the followingéhforms: the affective, continuance and

normative forms.

Meyer and Allen (1991:67) defined affective comnetrh as “an employee’s emotional
attachment to, identification with and involvemeint the organisation”, continuance
commitment as “commitment based on the costs tingpiayees associate with leaving the
organisation” and normative commitment as “an elygéds feelings of obligation to remain
with the organisation”. Each of these three dinmmsrepresents a possible description of

an individual’s attachment to an organisation.

Meyer and Herscovitch (2001) have pointed out thete are differences in the dimensions,
forms or components of commitment that have beescried in the different
multidimensional conceptualisations of organisalocommitment. They attribute these
differences to the different motives and strategreslved in the development of these
multidimensional frameworks. These included attentp account for empirical findings
(Angle & Perry, 1981), distinguish among earlieeatimensional conceptualisations (Allen
& Meyer, 1990), ground commitment within an estsitsfid theoretical context (O'Reilly &
Chatman, 1986) or some combination of these (M&&choorman, 1992). Meyer and
Herscovitch (2001) have tabulated these differamedsions for easier comparison as

shown in Table 3.1

The focus of the present study is on organisati@mmhmitment as a multidimensional
concept that represents the relationship betweesnmmioyee and employer. The definition
of organisational commitment that is adopted i$ tfiadllen and Meyer (1990), which looks
at commitment as a three dimensional concept wiéshan attitudinal aspect, a continuance
aspect and a normative aspect. Angle and PerB8ijl&gue that different factors within the
organisation will influence the development of éifnt components of organisational
commitment. For example, it is hypothesized thampensation practices may induce
continuance commitment as the employee might hestaaht to lose benefits while training
practices might induce normative commitment. Otirganisational factors that can possibly
have an influence on the development of organisaticommitment include trust and

leadership behaviour.
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Table 3.1

Dimensions of organisational commitmeitihiww multidimensional models

Angle and Perry (1981:4)

Value commitment
Commitment to stay

“Commitment to support the goals of the organigétio
“Commitment to retain their gngational membership”

O’'Reilly and Chapman (1986:493)

Compliance
Identification
Internalisation

“Instrumental involvement for spec#ixtrinsic rewards”
“Attachment based on a desire fdiliation with the organisation”

“Involvement predicated on congmreerbetween individual and
organisational values”

Penley and Gould (1988)

Moral
Calculative

Alienative

“Acceptance of and identification with orgsational goals” (p. 46

“A commitment to an organisation which is based ¢ |t
employee’s receiving inducements to match contiomst (p. 46)

“Organisational attachment which reswtsen employees no longgr
perceive that there are rewards commensurate myéstments: yet
they remain due to environmental pressures” (p. 48)

Meyer and Allen (1991:67)

Affective

Continuance
Normative

“The employee’s emotional attachment igentification with and
involvement in the organisation”

“An awareness of the costs associatedeaving the organisation
“A feeling of obligation to continue emgment”

Mayer and Schoorman (1992:673)

Value

Continuance

“A belief in and acceptance of organisatiguals and values and|a
willingness to exert considerable effort on behalf the
organisation”

“The desire to remain a member of tgarosation”

Jaros et al. (1993)
Affective

Continuance

Moral

“The degree to which an individual isypkologically attached to gn
employing organisation through feelings such asllgy affection,
warmth, belongingness, fondness, pleasure, and’s@0954)

“The degree to which an individual eqrees a sense of being
locked in place because of the high costs of leg\Vip. 953)

“The degree to which an individual is psyatgitally attached to ah
employing organisation through internalisation @©f goals, valuep
and missions” (p. 955)

Source: Adapted from Meyer and Herscovitch (2001:320)

43



The first distinction that has been made is betwatétudinal commitment and behavioural
commitment (Meyer & Allen, 1991). They regard aititnal commitment as the way people
feel and think about their organisations, while dabural commitment reflects the way
individuals have become locked into the organisatio The attitudinal approach regards
commitment as an employee attitude that reflecés thture and quality of the linkage
between an employee and an organisation (MeyerlénAlL991). Mowday (1982) describes
the attitudinal approach as a commitment that fesus the process by which people come
to think about their relationship with the orgamisa. It is a mind set in which individuals
consider the extent to which their own values andlg are congruent with those of the
organisation. Behavioural commitment, on the othend, relates to the process by which

individuals become locked into a certain organisatind how they deal with this problem.

Various researchers support the notion that orgtoigal commitment be seen as a
multidimensional construct. In order to further Exp the multidimensional nature of
organisational commitment, the present study welt it as a dependent variable that can be

influenced by organisational factors such as leddprstyle.

3.3 ORGANISATIONAL COMMITMENT AS A MULTIDIMENSIONAL
CONSTRUCT

Meyer and his colleagues (Allen & Meyer, 1990; MegeAllen, 1991; 1997; Meyer &
Herscovitch, 2001) came up with a three-componesdleéhof organisational commitment
which incorporates affective, continuance and ndreaas the three dimensions of

organisational commitment.

3.3.1 Affective Commitment

Allen and Meyer (1990) refer to affective commitrhess the employee’s emotional
attachment to, identification with and involvemeimt the organisation. Affective
commitment involves three aspects: (1) the fornmatd an emotional attachment to an
organisation, (2) identification with (3) and theestte to maintain organisational
membership. Allen and Meyer (1990) argue that viddials will develop emotional

attachment to an organisation when they identifhwhe goals of the organisation and are

44



willing to assist the organisation in achieving shegoals. They further explain that
identification with an organisation happens whenémployee’s own values are in harmony
with organisational values and the employee is iblaternalise the values and goals of the
organisation. Mowday, Steers and Porter (1979) aescribed affective organisational
commitment as an active relationship with the oiggtion such that individuals are willing
to give something of themselves in order to contelio the organisation’s well-being. From
the above descriptions, a psychological identiicatand pride of association with the
organisation is evident. Employees with a stronfgciifve commitment continue to be a

member of the organisation because they want sndo

Jaros, Jermier, Koehler and Sincich (1993) sugtedtaffective commitment is the most
widely discussed form of psychological attachmenah employing organisation. This is
primarily because of its association with desirablerk behaviours such as increased
productivity, personnel stability, lower absenteeisate, job satisfaction and organisational
citizenship (Mowday, Porter & Steers, 1982). Mewad Herscovitch (2001) report that
affective commitment has been found to correlati \&i wide range of positive outcomes
with respect to turnover, absenteeism, job perfoceaand organisational citizenship

behaviour.

3.3.2 Continuance Commitment

The second of Allen and Meyer's (1990) dimensiofsomanisational commitment is
continuance commitment, which is based on Beck@360) side-bet theory. The theory
states that as individuals remain in the employnuérdn organisation for longer periods,
they accumulate investments, which become costlpde the longer an individual stays.
These investments include time, job effort, orgatms specific skills that might not be
transferable or greater costs of leaving the osgdian that discourage them from seeking

alternative employment, work friendships and pcditideals.

Allen and Meyer (1990) describe continuance commitimas a form of psychological
attachment to an employing organisation that refldte employees’ participation as the loss
that would otherwise be suffered if they were tavke the organisation. Allen and Meyer

(1990) explain that continuance commitment invole@hreness on the employee’s part of
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the costs associated with leaving the organisatibms then forms the individual's primary
link to the organisation and the decision to renvaithh the organisation is an effort to retain

the benefits accrued.

Romzek (1990) argues that employees calculate itheastments in the organisation based
on what they have put into the organisation andtwlney stand to gain if they remain with

the organisation. Sometimes employees express ncamite commitment because of
personal investments in non-transferable investserite investments could include time
and money tied up in an organisation’s retiremdan,pspecial skills that are unique to a
particular organisation, close working relationshypith co-workers and other benefits that

make it too costly for one to leave the organisatiod seek employment elsewhere.

In addition to the fear of losing investments, induals develop continuance commitment
because of a perceived lack of alternatives. A#lad Meyer (1990) as well as Meyer and
Allen (1991) argue that such an individual’'s comm@nt to the organisation would be based
on perceptions of employment options outside thgamisation. This occurs when
employees start to believe that their skills are marketable or that they do not have the
skills required to compete for positions in anotheld. Such employees would feel tied to
their current organisation. Employees who workemvironments where the skills and
training they get are very industry specific carsgbly develop such commitment. As a
result, such employees could feel compelled to ctirtonthe organisation because of the
monetary, social, psychological and other costea@ated with leaving the organisation.
Unlike affective commitment, which involves emotbn attachment, continuance

commitment reflects a calculation of the costseaiving versus the benefits of staying.

3.3.3 Normative Commitment

The third dimension of organisational commitmemasmative commitment, which reflects
a feeling of obligation to continue employment. foyees with a high level of normative
commitment feel they ought to remain with the orgaton (Allen & Meyer, 1990).

Researchers have overlooked this view of orgawisakicommitment, as relatively few

studies explicitly address normative commitmenanéall and Cote (1991) as well as Allen
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and Meyer (1990) are some of the few who have gitednto differentiate normative

commitment from the other components of organisalicommitment.

Randall and Cote (1991) regard normative commitnmeteérms of the moral obligation the
employees develop after the organisation has iaedest them. They argue that when
employees start to feel that the organisation Ipentseither too much time or money
developing and training them, such employees might an obligation to stay with the
organisation. For example, individuals whose oiggtion paid for their tuition while they
were improving qualifications might believe thateyhcan reimburse the organisation by
continuing to work for it. In general, normativeramitment is most likely when individuals

find it difficult to reciprocate the organisationisvestment in them.

O'Reilly and Chapman (1986) on the other hand eefirand measured normative
commitment in terms of values. They argue thatgooence between an individual’'s and
organisation’s values leads to the developmentgdidsational commitment. In support of
this viewpoint are Mayer and Schoorman (1992) wkscdbe value commitment as an

employee’s acceptance of an organisation’s goalssatues.

Jaros and his colleagues (1993) agree with AllehMeyer (1990) and refer to normative
commitment as moral commitment. They emphasisedifierence between this kind of

commitment and affective commitment, because novmmaommitment reflects a sense of
duty, obligation or calling to work in the orgartisa and not emotional attachment. They
describe it as the degree to which an individugsigchologically attached to an employing
organisation through internalisation of its goalslues and missions. This type of
commitment differs from continuance commitment, &aese it is not dependent on the

personal calculations of sunken costs.

The multidimensionality of organisational commitrheeflects its highly complex nature.
The three aspects of organisational commitmentyadiave seen, seem to have different
foundations. As all those forces, that are atteduto be variables associated with the
different forms of commitment, co-exist in an origation, it can be assumed that the three
types of commitment can also co-exist. It is im@ot to realize that the three different

dimensions of organisational commitment are notuallyt exclusive. An employee can
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develop one, any combination or all of the thregeats of commitment. These aspects of
organisational commitments differ only on the baséstheir underlying motives and
outcomes (Becker, 1992). For example an employige affective commitment will stay
with an organisation and be willing to exert mofl®re in organisational activities while an
employee with continuance commitment may remairhwite organisation and not be

willing to exert any more effort than is expected.

In order to understand these different dimensidnarganisational commitment better, it is
important that we also understand how organisatitaeors associated with it affect the

development of commitment.

3.4 DEVELOPMENT OF ORGANISATIONAL COMMITMENT

The value of organisational commitment is enhanedtn relationships with desired

outcomes are identified and when antecedent vasaldre identified. In this way,

organisations can target specific variables thatl > optimal commitment. Thus, various
researchers of organisational commitment have titedletermine what it is about the
organisation and the employee’s experiences thitilemce the development of the
organisational commitment once the individual heleded membership in an organisation.
A lot of empirical research has focused on the aldeis associated with organisational
commitment. Mowday and his colleagues (1979) hgnaiped factors that may lead to
greater organisational commitment into three mgjoups. According to them commitment

depends on personal factors, organisational faciois non-organisational factors.

3.4.1 Antecedent variables associated with affecév\commitment

Meyer and Allen (1991; 1997) suggested that themgables associated with affective
commitment can all be categorized into three magtegories: personal characteristics,

organisational characteristics and work experiences

Personal characteristics- An analysis of the organisational commitmerdriture reveals a
long list of demographic factors that have beeno@ated with commitment. The

relationship between demographic variables anat@ife commitment are neither strong nor
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consistent (Meyer & Allen, 1997). People’s perceptof their own competence might play
a significant role in the development of affecte@mmitment. From the several personal
characteristics, Mathieu and Zajac (1990) haverdeted that perceived competence and
affective commitment has a strong link. Mathieu @agac (1990) cited that employees who
have a strong confidence in their abilities and i@agment have higher affective
commitment. They argued that competent people #&le & choose higher quality
organisations, which in turn inspire affective coitment (Meyer & Allen, 1997). Variables
associated with commitment that may be signifidantthose employed in higher quality
organisations generally include personal charasttesi such as age, tenure, gender, family
status and educational level, need for achievensarise of competence and a sense of
professionalism (Thornhill, Lewis & Saunders, 1996)hose personal characteristics of

particular interest to this study will be reviewfedther:

Employee age - Employee age has been regarded as a positive tanedst

commitment for a variety of reasons. Kaldneberg;k&e and Zvonkovic (1995) argue
that as workers get old, alternative employmentongt generally decrease, making
their current job more attractive. They pointed that older individuals may have
more affective commitment to the organisation bsedahey have greater history with

the organisation than younger workers.

Mathieu and Zajac’s (1990) meta-analytic study,olaing 41 samples and 10 335
subjects, has shown a statistically significantitpees correlation of 0.20 (p < 0.01)
between age and affective organisational commitméien and Meyer (1996) also
studied the relationship between age and affectommitment. In a study of
university librarians and hospital employees, tlodyained a statistically significant
positive mean correlation of 0.36 (p > 0.05) betwage and affective commitment.

Other researchers have not been able to show #iagm link between age and
organisational commitment. For example, Hawkir@9@) in a study of the affective
commitment levels of 396 high school principalsrfdia statistically non-significant
correlation (r = 0.004) between age and affectiommitment. Colbert and Kwon

(2000) in a study of 497 college and universityeinal auditors failed to show any
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reliable relationship between age and organisatioo@mmitment. Overall, age seem
to have an inconsistent although moderate coroglatith affective commitment.

Gender - As far as gender is concerned, the results arensistent. Mathieu and
Zajac (1990) in a meta-analytic study of 14 studieth 7420 subjects involving
gender and organisational commitment obtained anneczarelation of 0.089 for
organisational commitment and gender. Althoughy treport a weak relationship
between gender and attitudinal commitment, theygssigthat gender may affect

employee’s perceptions of their workplace andwatts towards the organisation.

Kalderberg and his colleagues (1995) found no Bagmt differences in the work
attitudes and commitment of males and femalesaduiition, Hawkins (1998) found
no significant difference between the mean leveta@hmitment for female and male
high school principals. Wahn (1998) on the othenchargues that women can exhibit
higher levels of continuance commitment that mam c8he cites reasons such as the
fact that women face greater barriers than men vgeeking employment as possible
explanations to the high continuance commitmenwvofen. She argues that having
overcome these barriers, women would be more caeunito continue the

employment relationship.

Although the literature quoted here is not exhaesbn the subject of the effect of
gender on organisational commitment, it seems genider makes no difference on
organisational commitment levels. Ngo and Tsarg98) support the viewpoint that

the effects of gender on commitment are very subtle

Organisational Tenure - Mathieu and Zajac (1990) reviewed 38 samplesitititided
12290 subjects and found a positive link betweegamisational tenure and affective
commitment. They report an overall weighted meametation ofr = 0.17 p > 0.01).
Kushman (1992) in his study on urban elementary mmdtlle school teachers also
found a positive correlationr (= 0.17;p > 0.05) between the number of years in
teaching and organisational commitment. Meyer Ahen (1993) indicated that an
analysis of organisational tenure showed a mildvitoear relationship with

organisational commitment. They showed that mideiheire employees exhibited less
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measured commitment than new or senior employeds dihese findings are
supported by Liou and Nyhan (1994), who found aatieg relationship between
tenure and affective commitmemnty(-3.482). However, these two authors did ndd fin

significant correlations between continuance commitit and employee tenure.

In a study of Japanese industrial workers, Tao,agjgkilshida and Masuda (1998)
found that organisational tenure predicted intesadibn. Consistent with other
researchers, Hawkins (1998) found a statisticagigiBcant positive correlation af =
0.25 between the organisational commitment andréeofi202 high school principals.
Colbert and Kwon (2000) found a significant relasbip ¢ = 0.11,p < 0.05) between
tenure and organisational commitment. They foumat €mployees with a longer
tenure had a higher degree of organisational comemt than that of their

counterparts.

Although there seem to be empirical evidence toitipely link tenure and
organisational commitment, it is still not cleamhthis link operates (Meyer & Allen,
1997). They suggest that employees with long asgdional tenure may develop
retrospective attachment to the organisation. Tlkes#s of employees attribute their
long service to emotional attachment in an efforjustify to themselves why they
have stayed that long. Meyer and Allen (1997) aaggest that the results of a
positive relationship between tenure and affecteenmitment might be a simple
reflection of the fact that uncommitted employessve an organisation and only those

with a high commitment remain.

Although the relationship between gender, age andré as well as educational level
and organisational commitment has been extensstelyied, the literature has yet to
provide strong and consistent evidence to enablenaquivocal interpretation of the
relationship (Meyer & Allen, 1997). However, thegution that one cannot assume
that growing older makes one develop higher affecitommitment. They argue that
the positive association might simply be becauseliferences in the particular
generational cohorts that were studied. On therdtaed, older employees might have
more positive work experiences than younger emgey®verall, empirical evidence

suggests that age and affective commitment ardfisgmtly related.
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Organisational Characteristic - Meyer and Allen (1991) suggest that affective cotmrant
develops as a result of experiences that satisfgl®mes’ need to feel physically and
psychologically comfortable in the organisationhe$e experiences include those that lead
to a perception of support from the organisati@mployees who perceive a high level of
support from the organisation are more likely tel fan obligation to repay the organisation
in terms of affective commitment (Meyer & Allen, 9B). Organisational characteristics
such as structure, culture and organisational Igaicies can induce perceptions of

organisational support to induce organisational mitment.

Work Experience - According to Meyer and Allen (1997), work experien@riables have
the strongest and most consistent correlation afitctive commitment in most studies. In
Mathieu and Zajac’s (1990) meta-analytic studyeetif’e commitment has shown a positive
correlation with the job scope, a composite oféhvariables, namely job challenge, degree
of autonomy and variety of skills used. Affectivenomitment to the organisation is stronger
among employees whose leaders allow them to paateiin decision making (Rhodes &
Steers, 1981) and those who treat them with coretide (DeCottis & Summer, 1987).

Meyer and Allen (1997) suggest that the latitudat tamployees have to express their
attitude to the organisation will vary consideralalgross the performance indicators and
between jobs. The strongest links between affeatm@mitment and behaviour will be
observed for behaviour that is relevant to the tency (or supervisor) to whom the

commitment is directed.

On the basis of the antecedents research on afembmmitment, Meyer and Allen (1997)
suggests a possible universal appeal for those waskronments where employees are
supported, treated fairly and made to feel thay tn@ke contributions to the organisation.

Such experiences might fulfil higher order destieenhance perceptions of self worth.

3.4.2 Antecedent variables associated with continnae commitment

Continuance commitment refers to the employee’ssaetto continue employment because
it would be costly to leave the organisation (Allén Meyer, 1990). Continuance

commitment can develop because of any action ontevat increases the costs of leaving
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the organisation, provided the employee recognikas these costs have been incurred
(Meyer & Allen, 1991). They summarise these adiand events in terms of two sets of

antecedent variables: investments and employmtarhatives.

Investments - In terms of organisational commitment, investreaefer to any actions that
would result in considerable potential loss, shothlid individual decide to leave the
organisation (Allen & Meyer, 1990). Once employeeslise that moving to a new
organisation would result in the forfeiture of bitse they might decide to stay within the
current organisation rather than lose the investsae8uch employees develop continuance
commitment as they stay with the organisation asalgulated decision rather than an

eagerness to do so.

Investments can take any form and may be eithek wonon-work related. Work related
investments include such things as the time speqtiang non-transferable skills, the
potential loss of benefits and giving up a senmsifoon and its associated rewards (Allen &
Meyer, 1990). Non-work related investments mightlude the disruption of personal
relationships and the expense and human cost otatehg a family to another city.
Investments can also take the form of time devaikeda particular career track or
development of work groups or even friendship nekwqRomzek, 1990). Leaving the
organisation could mean that the employee woulddsta lose or would have wasted time,
money or effort that was invested. These investmard assumed to increase in number and
magnitude over time. Thus, age and tenure are iassdcwith the accumulation of

investments.

Romzek (1990) suggests that organisations canyegetilemployees to feel that they have
made big investments in the organisation. He negskbat organisations have only to offer
opportunities and working conditions that are cotitipe with other prospective employers.
Typically, investment factors include promotion gpects, development of work group
networks, performance bonuses, the accrual of macand sick leave, family-friendly

policies and retirement benefits. If these canhet easily matched by prospective
employers, the organisation’s employees might raniaiuck” in the organisation even

though they are no longer effective.
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Effective alternatives - The other hypothesised antecedent of continuaaoenitment is

the availability of employment alternatives. Meyand Allen (1997) suggest that an
employee’s perception of the availability of altatimes will be negatively correlated with
continuance commitment. They reckon that employet® think they have viable
alternatives will have weaker continuance commitméman those who think their

alternatives are limited.

As with investments, several events or actions icdluence one’s perceptions of the
availability of alternatives (Meyer & Allen, 1997For example, employees might base their
perceptions of available alternative jobs by scagrthe external environment, looking at
local employment rates and the general econommaté. On the other hand, other
individuals might base perceived alternatives @dégree to which their skills seem current
and marketable. Meyer and Allen (1997) also sugges such things as the results of
previous job search attempts and whether othern@g@ons have tried to recruit the
employee and the extent to which family factorsitlithe employee’s ability to relocate can
also influence perceptions of alternatives. Faneple, if individuals had applied for work
and have not been successful on several occasdlwee individuals might begin to think
that they have no alternatives and would ratheticoa with the current employer. On the
other hand, individuals who have been approacheuthmr organisations might believe that

they have ample alternatives and would not fedltibethe current employer.

The availability of alternative employment does mdtuence continuance commitment on
its own (lverson & Buttigieg, 1998). It may oftevork in conjunction with the extent to
which family factors permit or enable an employesidity to relocate or take up a new job.
For example, even though employees might havetarlgtying job offer, if it turns out that
there are no schools for their children or theouge would not be able to find employment
in the new town, the employee might choose to dedle offer and remain with the current

employer.

In addition to perceived alternatives, there areeptpotential variables associated with
continuance commitment. These factors accumulate time. Time-based variables such
as age and tenure are also hypothesized as fag®osiated with continuance commitment

(Meyer & Allen, 1997). Studies using these asaladas have shown mixed results. For
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some employees, the perceived cost associatedeaiing an organisation will increase as
they get older and increase their organisationaliree For others, however, the costs of
leaving might actually decrease as experience &itld sicrease. For this reason, Meyer
and Allen (1997) recommend that age and tenurdesethought of as substitute variables
of accumulated investments and perceived alterestiand not as direct predictors of
continuance commitment. Associated with time-bagsedestments is the employee’s
perception about the transferability of their skifind their education to other organisations
will determine their judgement of the availabiliby alternatives (Meyer & Allen, 1997).
Those employees who think their educational trgnimvestments are less easily
transferable elsewhere would tend to perceiveladéalternatives and thus express stronger

continuance commitment to their organisation.

Meyer and Allen (1997) emphasise the fact thatheeiinvestments nor alternatives will
have an influence on continuance commitment urdessitil the employee is aware of them
and the implications of losing them. Thus, the kyge’s recognition that investments
and/or lack of alternatives make leaving more gostipresents a process that develops
continuance commitment. According to Meyer anceAl(1997), the fact that recognition
plays a central role in this process raises twasoi First, it means that people who are in
objectively similar situations can have differeenels of continuance commitment. Second,
for some cost-related variables to influence cargtinte commitment, a particular triggering
event is required to focus the employee’s attentinrthese variables. The final point to
make is that the specific set of variables thafuarice an employee’s continuance
commitment might be idiosyncratic to that persdtrcan include both work-related and non-

work related variables.

3.4.3 Antecedent variables associated with normatvcommitment

Compared to affective and continuance commitmeery ¥ew factors have been described
as variables associated with normative commitméucording to Allen and Meyer (1990),
normative commitment might develop based on theclpspgical contract between an
employee and the organisation. A psychologicatreah refers to the beliefs of the parties
involved in an exchange relationship regarding rthreciprocal obligations. Although

psychological contracts can take different forme® and Meyer (1990) suggest that the
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transactional and relational might be closely edlato continuance commitment. They
describe transactional contracts as more objea# based on principles of economic
exchange while relational contracts as more alisead based on principles of social
exchange. Furthermore, they consider relatiomaitracts more relevant to normative
commitment while transactional contracts might lowolved in the development of

continuance commitment.

Meyer and Allen (1997) also refer to the possildke that early socialisation experiences
might have in the development of normative committneThey suggest that socialisation
can carry with it all sorts of messages about thy@a@priateness of particular attitudes and
behaviours within the organisation. Amongst thestudes could be the idea that employees
owe it to the organisation to continue employmen¥leyer and Allen (1997) assume
internalisation to be the process involved in tlewelopment of normative commitment
during the early days of assuming employment withoaganisation. They reason that
through a complex process involving both conditignand modelling of others, individuals

can develop normative commitment.

It has also been suggested that normative commitderelops on the basis of a particular
kind of investment that the employees find diffictd reciprocate (Meyer & Allen, 1997).
For example, if an organisation sponsored tuitianbehalf of an employee, the employee
might feel uncomfortable and indebted. Given them®oof reciprocity, employees might
develop feelings of obligation to the organisatias they try to rectify the imbalance.
Cultural and individual differences exist in thetea to which people will internalise
reciprocity norms and therefore in the extent tacWwlorganisational investments will lead to

feelings of indebtedness.

3.5 CONSEQUENCES OF ORGANISATIONAL COMMITMENT

One reason organisational commitment has emergadaasis in the study of work attitudes
and behaviour is due to demonstrated links withduer intention and turnover (Allen &
Meyer, 1996). Meyer and Allen (1991) suggest thgparate outcomes are associated with
the different factors motivating employees to ramaith the organisations. According to

Mathieu and Zajac (1990), commitment has been fatgnily negatively associated with
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turnover. A longitudinal study by Porter, Steer, Wty and Boulian (1974) found that
“leavers” of organisations were consistently chemased by lower levels of commitment

than “stayers”.

Meyer and Allen (1997) caution that the differenimponents of commitment may have
different consequences for work-related behavibar.example, employees high in affective
commitment demonstrate emotional attachment, iflegion with and involvement in the
organisation. These employees are less likely gaga in withdrawal behaviour and more
willing to accept change (Meyer & Allen, 1997; Isen & Buttigieg, 1998). Normative
commitment is also expected to have similar consecgs as affective commitment. This
type of commitment focuses on moral obligation whilerives in part from the socialisation
practices of the organisations. Employees have hbligation to reciprocate to the
organisation and therefore they are less likelletve, be absent and be more receptive to
change (Hackett, Bycio and Hausdorf, 1994, in leerand Buttigieg, 1998). The third form
of commitment, continuance, anticipates having milar relationship as affective
commitment with both turnover intentions and abseisim, but employees with high levels
of continuance commitment generally react negatitel change (lverson & Buttigieg,
1998).

It is clear that organisations operating in todagmplex and dynamic business environment
need to constantly adapt and change (Carrel, Elbttfield, Grobler, Marx & van der
Schyf, 1998) and as such it is important that aggions elicit higher levels of affective
and normative commitment. These organisations abdbowployees to effectively embrace
change, thus creating sustainable competitive ddgen Indeed, the consequences of
employee commitment to the organisation will affénet ability of organisations to retain its
most valuable human resource (Price, 1997).

3.6 LEADERSHIP STYLE AND ORGANISATIONAL COMMITMENT
According to Stum (1999), employee commitment @fie¢he quality of the leadership in the

organisation. Therefore it is logical to assumet tleadership behaviour would have a

significant relationship with the development ofgamisational commitment. Previous
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research suggests a positive direct relationshipyvden leadership behaviour and

organisational commitment.

Transformational leadership is generally associatél desired organisational outcomes
such as the willingness of followers to expendagfifort (Bass, 1985a; Yammarino & Bass,
1990). A willingness to expend extra effort indestsome degree of commitment.
Contingent reward behaviours that represent traiosed leadership have been found to be
reasonably associated with performance and woitkiédts of followers although at a lower

level than transformational leadership behavioBes§, 1990a; Bass & Avolio, 1990a).

A relationship between commitment and leadershiyleshas been reported in the
organisational and management literature. Billiegshind Cross (1992) reported a positive
relationship between leader support and commitmBad. and his colleagues (1998) also
found that supervisory behaviour predicted intésagion (R = 0.180,p < 0.01). In three

separate studies, Popper, Mayseless and Caste{B000) found evidence to support the
hypothesis that a positive correlation existed letw transformational leadership and
attachment. Podsakoff, MacKenzie and Bommer (1986hd that leadership behaviours

explained 48% of the variance in organisational mament and 55% of trust.

Kent and Chelladurai (2001) found that individuadisconsideration has positive correlation
with both affective commitment (r = 0.47®5< 0.001) and normative commitment (r = .354,
p < 0.001). They also found positive correlationssgen intellectual stimulation and both
affective commitment (r = 0.487 < 0.001) and normative commitment (r = 0.292<

0.05). Hayward, Goss and Tolmay (2004) also fourat transformational leadership has
moderate positive correlation with affective comment (r = 0.5278, p < 0.0001). Lower
correlation coefficients between transformationehdership and normative, as well as
continuance, commitment were found. No correlatwas found between transactional

leadership and affective, normative and continuaoremitment.

Work by Shamir and colleagues (Shamir, House & éti993; Shamir, Zakay, Breinin &
Popper, 1998) suggests that transformational lsadee able to influence followers’
organisational commitment by promoting higher levef intrinsic value associated with

goal accomplishment, emphasising the linkages hmtwéollower effort and goal
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achievement, and by creating a higher level ofggeakcommitment on the part of the leader

and followers to a common vision, mission and oigmional goals.

Transformational leaders influence followers’ ongational commitment by encouraging
them to think critically by using novel approaches/olving followers in decision-making
processes and inspiring loyalty while recognizimgl appreciating the different needs of
each follower to develop his or her personal paérBass & Avolio, 1994; Yammarino,
Spangler & Bass, 1993). By encouraging followersdek new ways to approach problems
and challenges and identifying with followers’ nsgtlansformational leaders are able to
motivate their followers to get more involved irethwork, resulting in higher levels of
organisational commitment (Walumbwa & Lawler, 2Q0B)is view was supported by prior
research that showed that organisational commitrmeas higher for employees whose
leaders encouraged participation in decision-makRigodes & Steers, 1981), emphasised
consideration (Bycio, Hackett & Allen, 1995) andre/esupportive and concerned for their
followers’ development (Allen & Meyer, 1990; 1996).

3.7 CONCLUSIONS

Organisational commitment has been defined in thapter. The different forms of

organisational commitment were also discussed thighapproaches developed by O'Reilly
and Chatman (1986) as well as Meyer and Allen (19B4ased on the different components
of commitment, organisational commitment was furtdescribed as a multidimensional
concept. The development of an organisational camerit was discussed according to
Allen and Meyer's (1990) approach. According to simeresearchers, organisational
commitment can be classified into affective comneitin (emotional attachment),

continuance commitment (costs associated with tgavhe organisation) and normative
commitment (moral obligation to remain with the amgsation). The literature indicates that
organisational commitment is linked to various ahles, which include both personal
variables such as age and gender, leadershipastyldrust. The literature also reveals that
commitment entails a high level of identificationtlwthe organisation’s goals and values, a
willingness to exert extra effort for the benefittbe organisation and a strong desire to

maintain membership in the organisation (Morrong3)9
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The research will indicate the relationship of tkéferent leadership styles (i.e.
transformational, transactional and laissez-fawadership), on the different types of

organisational commitment (i.e. affective, normatand continuance).
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CHAPTER FOUR: RESEARCH METHODOLOGY

4.1 INTRODUCTION

The previous two chapters reviewed the literatuestgining to leadership style and
employee commitment. This chapter describes thearel methodology used in this study
to test the hypothesis and the rationale behin@ihé population, sample and the sampling
approach is described. Furthermore, the two ingnimthat were used in the research are
described and their applicability discussed. Finali brief description of the relevant

statistical techniques used in the study is alswiged.

According to Babbie and Mouton (2004), there affedént types of social research methods
that can be identified from the literature, namekploratory research, descriptive research
and explanatory research. Peil (1982) stated thethnof the social research, especially in
developing countries, sets out to explore a nevoer least one about which little is known
in the local context. This aptly describes the enégesearch as a first of its kind in an
electricity utility in the KwaZulu-Natal provincef Gouth Africa. Thus, the nature of this

study lends towards exploratory research, expldtiegelationship between leadership style
being practised within Eskom Eastern Region and leyep commitment to the

organisation.

Babbie and Mouton (2004) conclude that the aimssfmgial research vary a great deal,
ranging from, gaining new sights into the phenommenaindertaking preliminary

investigation before a more structured study ofghenomenon is done; describing central
concepts and constructs of a phenomenon; detemnipiiorities for the research and

developing new hypotheses about existing phenomena.

Selltiz, Johoda, Deutsch and Cook (1966) suggestftm any research to be purposeful, it
should discover answers to the research questiimsy emphasise that there are three
research strategies by means of which exploratsgarch can be conducted:

o0 Areview of related social science and other pertiiterature.
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o A survey of people who have had practical expeeemsth the problem to be
researched.

0  An analysis of “insight-stimulating” examples.

The above three exploratory research strategidg apply to the present study as it entails
the review of pertinent literature, the relatiopshbetween the leadership style and
organisational commitment, as well as the analggiene electricity utility as an insight-

stimulating example.

4.2 GOALS OF THE RESEARCH AND HYPOTHESIS

The overall goal of the research is to identifyfetént dimensions of leadership style that
have an influence on employee commitment in genaral be able to determine the
relationship between the two. Thus, the main ohjecdf the study is to investigate the
relationship between various leadership styles\artbus employee commitment styles to
an electricity utility in South Africa. From theadtification of the broad objectives of the
research, the specific hypothesis was formulatdek fAypotheses are concerned with the
relationship between the various leadership stpkiag practised within the organisation
and its influence on the various employee commitnstyles. The results of the research
could mould how future leadership training will benfigured within the company being

researched. Therefore, the hypotheses for thiaresare as follows:

Ho1: There is no statistical significant relationsbhigtween transformational leadership and
affective commitment to the organisation.
Ha: There is a statistical significant relationsligtween transformationéadership and

affective commitment to the organisation.

Ho2: There is no statistical significant relationsbhigtween transformational leadership and
continuance commitment to the organisation.
Hx: There is a statistical significant relationsligtween transformationéadership and

continuance commitment to the organisation.
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H03:

Has:

H04:

Ha:

Hos:

Hasi

Hos:

Ha6:

Ho7:

Ha7:

HogZ

Has:

There is no statistical significant relationshigtween transformational leadership and
normative commitment to the organisation.
There is a statistical significant relationshigtween transformation#&adership and

normative commitment to the organisation.

There is no statistical significant relationstbptween transactional leadership and
affective commitment to the organisation.
There is a statistical significant relationshptween transactiondéadership and

affective commitment to the organisation.

There is no statistical significant relationstbptween transactional leadership and
continuance commitment to the organisation.
There is a statistical significant relationstbptween transactiondéadership and

continuance commitment to the organisation.

There is no statistical significant relationstbptween transactional leadership and
normative commitment to the organisation.
There is a statistical significant relationstbptween transactiondéadership and

normative commitment to the organisation.

There is no statistical significant relationstbptween laissez-faire leadership and
affective commitment to the organisation.
There is a statistical significant relationshyptween laissez-faire leadership and

affective commitment to the organisation.

There is no statistical significant relationstbptween laissez-faire leadership and
continuance commitment to the organisation.
There is a statistical significant relationshyptween laissez-faire leadership and

continuance commitment to the organisation.

63



Hoo: There is no statistical significant relationsibptween laissez-faire leadership and
normative commitment to the organisation.
Hxo: There is a statistical significant relationstyetween laissez-faire leadership and

normative commitment to the organisation.

4.3 RESEARCH DESIGN

The research was conducted within the post-positparadigm. This philosophical stance
sees a researcher as an objective analyst andespreter of tangible social reality (critical
realism), giving the former independence from thgearch, the ability to critically evaluate

the evidence and generalise (Remenyi & William$£6)9

According to Adams and Schvaneveldt (1985:103) éaesh design refers to a plan,
blueprint or guide for data collection and intetpt®on — a set of rules that enable the
investigator to conceptualise and observe the prohinder study”. From the hypotheses it
is evident that the research is of a quantitatateire. Figure 4.1 below provides a schematic
diagram of the research method proposed. This rdetiomsists of the following steps:
selection of research method; population and sagplguestionnaire selection; data

collection; data capturing; data statistical analys

43.1 Ethical considerations

Ethical considerations of confidentiality and pdyawere addressed. A concerted and
conscious effort was made at all times to uphoisl pinomise. A guarantee was given to the
Eskom Eastern Region’s respondents that their namees not revealed in the research
report. In order to ensure the success of the resemanagers were linked to subordinates
in such a manner that each subordinates’ resp@maimed anonymous apart from being
linked to a particular manager. Finally, the orgation will be given a copy of the final

report.
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Determination of sample
(Random selection)

Administer Multifactor Administer Organisational
Leadership Questionnaire to Commitment Questionnaire td
be completed by both the be completed by the
managers and their subordinates
subordinate

Capture and inspect data using
descriptive statistics

Figure 4.1: A schematic representation of the ggmesearch design

4.4 POPULATION AND SAMPLING PROCEDURE

Trochin (2000) describes a research population ggsoap that the researcher wants to
generalise to and the sample as the group of pdloaiere selected to be in the study. This

was supported by Sekaran (2000) when he defineangle as a subset of the population in
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guestion and comprises a selection of members ftioat particular population. The
definition of the sample is of vital importance e results of an investigation are not
trustworthy more than the quality of the populat@rrepresentativeness of the sample. The
targeted population for this study is professiorfalanagers, engineers and technicians) who

have been with the company for more than threesyear

Table 4.1 Population, sample and responses rates

‘ Managers ‘ Subordinates

Population 92 371
Sample 86 334
Responses 35 162

For the purpose of this study, out of a populattdrO2 managers, a sample of 86 was
randomly drawn (using EXCEL random generator onntla@ager’s unique numbers). Bless
and Higson-Smith (2000) believe this techniquedovalid as it provides equal opportunity
of selection for each element in a population. A®vwn in Table 4.1, 35 managers
successfully completed and returned the questioemaiesulting in a response rate of 41%.
In order to obtain a holistic view of the overadhtership style present in the organisation,
three or more subordinates (per randomly selecimtager) were also randomly selected for
the administration of the rater version of tMailtifactor Leadership Questionnaire. A
sample of 334 subordinates was targeted from alatgu of approximately 371. A total of
162 questionnaires were completed and returneditires in a response rate of 48%. The
total number of responses analysed, including Isadad their corresponding raters, was

197 employees.
4.5 MEASURING INSTRUMENTS
Two questionnaires were used in this research tairmbnformation on leadership and

organisational commitment, respectively, namelyNhétifactor Leadership Questionnaire
(MLQ) andOrganisational Commitment Questionnaire (OCQ).
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45.1 Multifactor Leadership Questionnaire [MLQ)]

After an extensive literature review on leadershighapter 2, it was argued that, for the
purpose of this research, the Full Range LeaderBrpelopment Theory is a suitable
theoretical construct of leadership. The MLQ wasmiglated from the Full Range
Leadership Development Theory (Bass & Avolio, 199Mus, the MLQ is based on the
work of renowned leadership theorists like Bassplfvand Yammarino (Avolio & Bass,
1997). The MLQ has been improved and tested sifi8& Wwith the result that many versions
of the questionnaire have been developed. Thetlagsions, Form 5X (Revised), were
used in this study.

The MLQ takes the form of a number of statementsutitihe leadership style of the
individual being tested. The questionnaire usedhia study contains 45 statements that
identify and measure the key aspects of leadets#ifaviours. Each statement corresponds
to one of the nine components of either transfoionat, transactional or laissez-faire
leadership factors. The transformational leaderstyfe is divided into idealised charismatic
behaviours and attributes. Factors representimgfivemational leadership include idealised
influence (attributed), idealised influence (beloav), inspirational motivation,
individualised consideration and intellectual stiation. Transactional leadership style is
represented by two factors called contingent rewvaathd management-by-exception.
Management-by-exception is also divided into Managet-by-exception-active (MBEA)
and Management-by-exception-passive (MBEP). ThusQMX (Revised) contains nine

factors.

The MLQ comprises a 5 point Likert scale and thepomdents were instructed during the
administration of the questionnaires by the redesarto mark the most suitable answer. The

scale ranges from 0 to 4 as follows:

0 - Not at all

1 - Once in a while

2 - Sometimes

3 - Fairly often, and

4 - Frequently if not always
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Each respondent was required to assess and tastifp how frequently the behaviours
described by each of the statements are exhibitatidir leader. The MLQ consists of two
versions known as the ‘rater version’ and the ‘saér version’ (see Appendix L and M).
These two versions consist of exactly the samersiatts, except that they are written from
different perspectives. The leader, for exampleyldide given the statement, ‘I spend time
teaching and coaching’, whereas the subordinateéstepnnaire would say, ‘The person |

am rating spends time teaching and coaching'.

In this study, leaders completed the self-rater Mb® rating themselves in terms of the
transformational, transactional or laissez-faireadkrship factors. Subordinates also
completed the rater version of the same questioanaéhe leaders were rated in terms of the
same criteria on which they have rated themselaestder to gain an accurate picture of the
leader’s ability, the rater MLQ was completed byethor more respondents (Bass, 1985bh).
Examples of items from the transformational, tratisaal and laissez-faire leadership are

shown in Table 4.2 below:

Table 4.2: Examples of items from the transforoval, transactional and laissez-faire
leadership styles

Transformational Leadership

Idealised influence (attributed) | instill prideothers for being associated with me.

Idealised influence (behaviour) | specify the intpace of having a strong sense of
purpose.

Inspirational motivation | talk optimistically abbthe future.

Individualised consideration | spend time teactand coaching.

Intellectual stimulation | re-examine critical asgutions to question

whether they are appropriate.

Transactional Leadership

Contingent rewards | provide others with assistaimceexchange for
their efforts.
Management-by-exception-active | focus attention @megularities, mistakes,

exceptions and deviations from standards.
Management-by-exception-passive | fail to interfiemél problems become serious.

Laissez-Faire Leadership

Laissez-faire | avoid getting involved when impottassues
arise.




45.1.1 Reliability and validity of the Multifactor Leadership Questionnaire

Reliability and validity are two key components be considered when evaluating a
particular instrument. According to Bless and Hig€@mith (2000), reliability is concerned
with the consistency of the instrument and an umsént is said to have high reliability if it
can be trusted to give an accurate and consisteasunement of an unchanging value. The
validity of an instrument refers to how well antmsnent measures the particular concept it
is supposed to measure (Whitelaw, 2001). He arthesan instrument must be reliable
before it can be valid, implying that the instrurhemust be consistently reproducible; and
that once this has been achieved, the instrumenthem be scrutinised to assess whether it

is what it purports to be.

The MLQ has been tested for reliability and validit many settings (Pruijn and Boucher,
1994). Bass (1985b), Bass and Avolio (1989) as a®lyammarino and Bass (1990) have
proved the content and concurrent validity of theQv Avolio and Bass (1997) also proved
the construct validity of the MLQ. According to Baand Avolio (1997), further reliability

of the MLQ has been proven many times throughregssst, internal consistency methods

and alternative methods.

Avolio, Bass and Jung (1995) confirmed the religpibf the MLQ by using a large pool of
data (N = 1394). According to Avolio and his colieas the MLQ scales exhibited high
internal consistency and factor loadings. They reggbreliabilities for total items and for

each leadership factor scale that ranged from 1@.10494.

Den Hartog, Van Muijen and Koopman (1997) also stigated the internal consistency of
the MLQ subscales. Their study group consistedppir@imately 1200 employees from
several diverse organisations (commercial busisessealth-care organisations, welfare
institutions and local governments). Reliability r¢@bach’s Alpha coefficient) for the

subscales of transformational leadership rangem 8672 to 0.93; transactional leadership
ranged from 0.58 to 0.78; and laissez-faire leddpnsas 0.49.

The MLQ has been tested in the South African emvitent. Ackermann, Schepers, Lessing
and Dannhauser (2000) utilised the MLQ to deternwhether the factor structure of the
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MLQ, as a measure of transformational leadershipyldc be replicated in South Africa.
Using Cronbach’s Alpha coefficient, Ackermann ansl ¢olleagues (2000) determined the
reliability of the three main scales within the ML@amely transformational, transactional or

laissez-faire. The resultant scores of 0.944, 0af860.803 were obtained, respectively.

45.2 Organisational Commitment Questionnaire [OCQ]

Meyer and Allen (1984) initially distinguished betan two types of commitment: affective
commitment and continuance commitment. Affectivenoatment denoted a sense of
belonging and emotional attachment to the organisatvhereas continuance commitment
emphasised the perceived costs of leaving the ma@on. Allen and Meyer (1990)
subsequently introduced a third component of comeriit, normative commitment, which
reflected the perceived obligation to remain with brganisation. They created a pool of 51
items for the scale. The scale was tested withroeqopately 500 employees from two
manufacturing firms and a university. Clerical, ragerial and supervisory employees were
represented in the sample. Females represent@eérsént of the sample. Scale items for
measuring affective, normative and continuance citmemt were selected for inclusion in
the scales based on a series of decision rulegdblkatinto consideration item endorsement
proportions, item-total correlations, direction saforing and content redundancy (Allen &
Meyer, 1990). Later, Meyer, Allen and Smith (1998yised the normative commitment
scale to clarify the distinction between affectoeemmitment and normative commitment.

While the earlier versions (Allen & Meyer, 1990; e & Allen, 1984; 1991) of the OCQ
contained 24 items (8 items for each scale), ttex lersion by Meyer and Allen (1997) as
well as Meyer, Allen and Smith (1993) only contairi items (6 items for each scale). In
this study, the affective, continuance and norneat@mmitment of employees was assessed
through the administration of Bagraim’s (2004) adtpn of Meyer and Allen’s (1997) 18
items’ three dimensional commitment measure. Bagré2004) found that his 12 item
adaptation of the multi-dimensional approach, asleat in Meyer and Allen’s (1997)
measure, to be warranted and appropriate in théhS@iuican context. Examples of items
from the OCQ include: (a) affective commitment —fékl like part of the family at this

organisation”; (b) continuance commitment — “I webuiot leave this organisation right now
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because of what | would stand to lose”; and (c)madive commitment — “l would violate a
trust, if | quit my job with this organisation now”

The OCQ comprises a 5 point Likert scale and tlspardents were instructed during the
administration of the questionnaires by the redesarto mark the most suitable answer (see
appendix N). The scale ranges from 0 to 4 as falow

0 - Strongly Disagree
1 - Disagree

2 - Neutral

3 - Agree

4 - Strongly Agree

Allen and Meyer’s (1990) examination of the relaghips between the commitment scales
revealed that the continuance commitment scaler@lagsvely independent from affective (p
< 0.001, r = 0.06) and normative (p < 0.001, r #40.commitment. However, the
correlations between the affective and normativalescwere statistically significant and
relatively strong (p < 0.001, r = 0.51). Cohen @pP®eported similar findings: normative
and affective (p < 0.001, r = 0.54), normative @odtinuance (non-significant, r = 0.06),

and continuance and affective (non-significant,0.62).

4521 Reliability and validity of the Organisational Commitment Questionnaire

Several studies have been conducted to examinerdhability (Cronbach’'s Alpha
coefficient) of the OCQ. Allen and Meyer (1990) ogled the reliability of the affective
commitment scale as 0.87, continuance commitmeatesas 0.75 and the normative
commitment scale as 0.79. Dunham, Grube and Caktg694) found alpha ranges of 0.74
to 0.87 for affective, 0.73 to 0.81 for continuanaad 0.67 to 0.78 for normative
commitment. Cohen (1996) discovered alphas of foi7affective, 0.69 for continuance and

0.65 for normative commitment.

Meyer, Stanley, Herscovitch and Topolnytsky (20p&8)formed a meta-analysis of studies
using both the 6-item and 8-item OCQ. They colléadata from people who had sought

permission to use the OCQ during the last 15 yaarsvell as from computer databases
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dating back to 1985. The mean reliability fromth# studies was 0.82 for affective, 0.73 for
continuance and 0.76 for normative. These resuitsved that the three commitment

constructs could be reliably measured.
4.6 DEPENDENT AND INDEPENDENT VARIABLES

Table 4.3 lists the dependent and independenthblagahat are part of this study. Three
separate measures of organisational commitment usad as dependent variables. These
measures are the affective commitment scale, agenrtice commitment scale and normative
commitment scale of the OCQ. Variables measuririgffange Leadership behaviours were

considered separately. The subscales for thesablesiare contained in the MLQ Form 5X.

Table 4.3: Dependent and independent variables
Instrument | Variables | Scales

Dependent Measures

Organisational Organisational | Affective commitment
Commitment commitment Continuance commitment
Questionnaire Normative commitment

Independent Measures

Multifactor Leadership | Transformationa| Idealised influence (Attributed)

Questionnaire leadership Idealised influence (Behaviour)

Inspirational motivation

Intellectual stimulation

Individual consideration

Transactional Contingent Reward

leadership Management-by-exception (Active)

Management-by-exception (Passive)

Laissez-Faire Laissez-Faire
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4.7 DATA COLLECTION

According to Bless and Higson-Smith (2000), there #taree common methods of data
collection, namely, observation, interviews andsjismnaires. Sekaran (2000) suggests that
guestionnaires are an efficient data collection masm provided the researcher knows
exactly what is required and how to measure thebims of interest. Questionnaires can be
administered personally, mailed to the respondemtseven electronically distributed

depending on the situation (Sekaran, 2000).

A list of all managers and professional employaeshe sample was obtained from the
Human Resource Manager in Eskom Eastern Region. résearcher and the Human
Resource Manager then drafted a letter (see Appel)dihat was sent via e-mail to the
relevant managers and professional employees isahwle. This letter was to inform the
managers and employees in the sample about thegmigmd confidentiality of the research.
The researcher held meetings with certain HR masaghere the reasons and method of

the study was discussed and emphasised.

For the purposes of this research, the questioemairere used to gather the necessary
information. In an attempt not to disrupt busineggerations and to ensure that the
respondents would receive the documents in thaestqoossible time, questionnaires were
distributed through the internal mailing systemisTis a non-personal technique of data
collection due to the fact that the respondents pteta the questionnaires without the
interviewer being present. Each questionnaire wasrapanied by a further covering letter
(see Appendix K) explaining the purpose of the gtiadthe prospective respondent. General
instructions on completing the questionnaire amditportance of completing all questions
were included. The covering letter also explainduywt is important that the potential
respondent personally complete the questionnaites Technique of data collection

addressed issues of cost, time and geographicatragtts.

In both measuring instruments, the respondents wdoemed that they were allowed to
leave a question/answer blank if the question appeanclear or ambiguous. Contact details
were provided on the covering letter, offering tbaders and employees the opportunity to

contact the researcher in the event of any quengsroblems that may have arisen. The
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covering letter requested the leaders to returngtiestionnaire and answer sheet, via the

internal mailing system, to the researcher.

4.8 DATA CAPTURING

Once the questionnaires had been completed, thara®r then coded the responses in each
guestionnaire. These scores were captured in aobbfir EXCEL spreadsheet for statistical
analysis with respect to Leader, Rater, OrganisatidCommitment and Demographic
variables. The managers were numbered L-01 to L¥B®. subordinates were numbered
LO1-EO01, LO1-EO02 and so on, until L35-E04, in thesearch. In this way the subordinates
could be linked to the managers and anonymity Wstssaistained. The scores captured onto
a Microsoft EXCEL spreadsheet were then importeéd Btatistica (a data analysis product)
for analysis (in StatSoft, 2006). The data analysilé be discussed further in the next

section.

4.9 DATA ANALYSIS

Once data was collected, it was necessary to engibtistical techniques to analyse the
information, as this study is quantitative in natudsing the Statistica computer program,
two-tailed Pearson correlation analysis was coretlith test the hypothesis of this research
(using StatSoft, 2006). The correlation analysipée in determining both the form and
degree of the relationship between the leaderdlylp and employee commitment. Thus,
both the strength of the relationship between éegmand the level of statistical significance

were assessed.

49.1 Cronbach’s Alpha Coefficient

Cronbach’s Alpha coefficient is typically equatedthwinternal consistency (De Vellis,
1991). The Cronbach’s Alpha is interpreted as dfictent Alpha and its value ranges from
0 to 1. Sekaran (2000) advises that when calcgla@nonbach’s reliability coefficient,
reliabilities less than 0.6 are considered podralvdities within 0.7 ranges are considered

acceptable and those coefficients over 0.8 areideresl good.
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4.9.2 Hypothesis Testing

As mentioned previously, the hypothesis of the tigl concerned with establishing a
relationship between leadership style and emplogeamitment to the organisation. Thus, it
IS necessary to use statistical tests to test titemgth and direction of the relationship

between these two variables of the hypothesis.

Pearson correlation analysis was conducted, usiagstca, in order to establish if a
relationship exists between the leadership styteeanployee commitment to Eskom Eastern
Region. Correlation analysis measures the degrese refationship between two variables
and expresses the extent of this relationship bgnsief correlation (Bless & Kathuria,
1993). Boyd, Westfall and Stasch (1985) as welBagnan and Cramer (1990) states that
measures of correlation indicate both the streagith direction (+ or -) of the relationship
between two variables. The statistic calculatetthésPearson correlation coefficients (r) and
varies between -1 and +1. The nearer the valueiotao zero, the weaker the relationship,
and the closer to unity (- or +), the stronger thkationship. In summary the sign of the
Pearson correlation coefficient indicates the dioecof the relationship, and it's absolute
value indicates the strength, with larger absouatieies indicating stronger relationships. In
this study, correlation coefficients representribture of the relationship between leadership
style and organisational commitment, whereby afmeiit of above 0.8 represent a strong
relationship, a coefficient of between 0.5 and @gresent a moderate relationship, and a
coefficient below 0.5 represent a weak relationgbigvore & Peck, 1993).

The statistical significance (p-level) of the resutepresents a decreasing index of the
reliability of a result. The higher the p-level.ethess we can believe that the observed
relation between variables in the sample is abkiandicator of the relation between the
respective variables in the population. The p-leepkesents the probability of error that is
involved in accepting the observed result as validt is, as a representative of the
population (MacColl, 2004). The procedure to tes¢ tstatistical significance of the
hypothesis in this study is as follows: If the cargy generated p-value is less than the level
of significance (alpha) of 0.05, the researcherl REJECT the null hypothesis. The
researcher then concludes that there is a statisignificant and positive/negative

relationship between the variables under studyhdf p-value is greater than the level of
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significance of 0.05, then the researcher will FAID REJECT the null hypothesis and
conclude that there is no statistical significamd @ositive/negative relationship between the
variables (Sekaran, 2000).

It is critical to specify whether the test is oaded or two-tailed. A one-tailed test is used
when there is a specific direction to the hypothdsting tested. On the other hand, a
two-tailed test is applied when a relationshipxpeeted, but the direction of the relationship
is not predicted (Field, 2000). Due to the natur¢he hypothesis of the current study, the
two-tailed test was used.

The mean scores and standard deviations for eatheofactors of transformational and
transactional as well as organisational commitmeate analysed, with reference to the

Pearson correlation test results for further urtdeding and analysis.

4.10 CONCLUSIONS

This chapter presented the methodology of the reseand the process of data collection
and analysis. The hypothesis of the research wesepted and the research design outlined.
Information regarding the sample size and the nurobgarticipants, included in the final
statistical analysis, was presented. An overviewthef data collection method was then
given. Each of the two instruments used in thigaesh, as well as their reliability and
validity, were then discussed in detail. Finallge tstatistical analysis of hypotheses was
highlighted. Also included within this chapter wehe ethical considerations that needed to

be taken into account when doing the actual rebesmrd data gathering.

The previous chapters discussed the theoreticdigbaend of the research topic, and this
chapter discusses the research process and metfodbtaining both the relevant
information and the subsequent results. The folhgwchapter will present the results

obtained from correlation analysis conducted im&@mpt to test the research hypothesis.
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CHAPTER FIVE: ANALYSIS OF RESULTS

5.1 INTRODUCTION

The previous chapter discussed the methodologgviedl within this research study. The
goals of the research and the hypothesis were misgkeA schematic description of the
research design was represented in Figure 3.1. chitapter also alluded to ethical
considerations; the research population and sartienstruments used and their respective
reliability and validity; the process of data caotien, capturing and analysis; the calculation
of Cronbach’s Alpha coefficient and finally the logpesis testing. This chapter presents and
discusses the results of the correlation analydiseoresearch hypothesis and the assessment
of the reliability of the research data. Descriptigtatistics was used to summarise
guantitative data and relationships which are muagent in the raw data. This helped to

interpret and understand the results.

5.2 CHARACTERISTICS OF THE TARGETED SAMPLE

5.2.1 Response rate

As indicated in Table 4.1, of the 86 leaders suedeyn the sample, 35 managers
successfully completed and returned the questioemaiesulting in a response rate of 41%.
A sample of 334 subordinates was targeted frompalption of approximately 371. A total

of 162 questionnaires were completed and returresijlting in a response rate of 48%.
Finally, the total sample size, including leadensl #heir corresponding raters, equals 197
respondents, amounting to a total response raapmximately 47%. Over 80% of the 197

respondents (including leaders and correspondiegsjavere raters or employees.

5.2.2 Demographic data

Demographic data was collected in various aspeudsTable 5.1 presents the summary of

the results. These statistics revealed that 63%hef participants were blacks (Asian,
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Coloured and indigent African), 72% were males &% were married. The average period
of employment was 11% years while the average gesfoemployment under the same
immediate managers, was a little over 9 years.

Table 5.1 Demographic Information

Frequency | Percentage Frequency Percentage
Male 141 72% Black 124 63%
Female 56 28% White 73 37%

MARITAL STATUS

Frequency Percentage Cumulative Cumulative
Frequency Percent
Married 137 70% 137 70%
Single 44 22% 181 92%
Other 16 8% 197 100%
AGE
Frequency Percentage Cumulative Cumulative
Frequency Percentage
2110 30 50 25% 50 25%
31 to 40 75 38% 125 63%
41 to 50 46 23% 171 87%
51 to 60 25 13% 196 99%
61 or older 1 1% 197 100%

Y EARS WORKING IN THE ORGANISATION

Frequency | Percentage | Cumulative | Cumulative | Mean | Std.
Frequency | Percentage Dev.
3to5 65 33% 65 33%
6to 10 38 19% 103 52%
11to 15 35 18% 138 70% |11.51 | 7.6235
16 to 20 31 16% 169 86%
21 and above 28 14% 197 100%

Y EARS WORKING FOR THE CURRENT MANAGER

Frequency | Percentage | Cumulative | Cumulative | Mean | Std.
Frequency | Percentage Dev.
3to5 89 45% 89 45%
6to 10 42 21% 131 66%
11to 15 31 16% 162 82% |9.06 | 6.5209
16 to 20 17 9% 179 91%
21 and above 18 9% 197 100%
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5.3 DESCRIPTIVE STATISTICS

Descriptive statistics are used to summarise cuaing data, enabling patterns and
relationships to be discerned which are not apparethe raw data (Hussey & Hussey,
1997). The common purpose of these techniquesgartonarise both variability (that is the
spread of the numbers) and the centre of data.r&eKa000:397) describes the mean of a
sample as “a measure of central tendency thatsoHfegeneral picture of the data without
unnecessarily inundating one with each of the oladiems in a data set or sample”. The
standard deviation of a sample is defined as aexirud the spread of a distribution or the
variability in the data. Given these definitione tmean and standard deviation of each

variable are detailed in Table 5.2 below:

Table 5.2 Sample sizes, mean scores and standaedioles for the leadership style

and organisational commitment dimensions.

DIMENSION STANDARD
DEVIATION
Idealised influence (attributed) IA 197 2.8 0.87
Idealised influence (behaviour) IB 197 2.719 0.72
Inspirational motivation IM 197 2.87 0.77
Individualised consideration IC 197 2.5p 0.93
Intellectual stimulation IS 197 2.64 0.79
Contingent rewards CR 197 2.81L 0.82
Management-by-exception-active MBEA 19y 2.19 0.85
Management-by-exception-passivée MBEP 197 115 0.83
Transformational Leadership TF 197 2.15 0.73
Transactional Leadership TA 197 2.06 0.42
Laissez-faire LF 197 0.88 0.87
Affective Commitment AC 162 2.43 1.05
Continuance Commitment CC 162 2.947 1.10
Normative Commitment NC 162 1.77 1.05
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Table 5.2 contains descriptive data for the fians&formational leadership subscales, three
transactional subscales, one laissez-faire subscaldhe three organisational commitment
scales. The distribution of scores for the samplaained reasonable variance and normality

for use in subsequent analyses.

All leadership variables hold a sample size of Mfiile all commitment variables, where
leaders did not rate themselves, have a sampl®tii#?2, indicating that there are no visible
inconsistencies in the capturing of the data. Tleamvalues for each of the transformational
leadership subscales are all relatively close ao@those for transactional leadership ranges
from 1.15 to 2.81. The mean values for laissezfarless than 1. The greatest standard
deviation in the leadership factors is individuatls consideration which attained

approximately 0.93 standard deviation scores.

In some instances, the overall scores for the foamstional and transactional leadership
subscales are slightly less than what Bass andid®\@P97) consider ideal levels for
effective leadership. For the most effective leallgr, they suggest mean scores of greater
or equal to 3.0 for individualised consideratiamtellectual stimulation, idealised influence
(behaviour), idealised influence (attributed) andpirational motivation. The mean scores
for the subscales in this study are 2.56, 2.69,285 and 2.87, respectively.

Bass and Avolio (1997) also suggested a mean sxfo2efor contingent reward, which is

lower than the current study’s mean score of ZI8ie. suggested range for management-by-
exception (active) was 1.0 to 2.0 and the mearesabtained for the current study was 2.19,
which is slightly outside the range. Suggestedescéosr management-by-exception (passive)
and laissez-faire are 1.0 and 0.0; however, mearesdor the current study were 1.15 and

0.88, respectively.

These scores suggest that some employees perciiggdimmediate managers as not
displaying the ideal levels of transformational deeship behaviours. These behaviours
included engendering trust, inspiring a sharedowmisgenerating enthusiasm, encouraging
creativity and providing coaching. The mean for tomyent reward suggests that some
employees perceived their immediate managers ag @i above average job of clarifying

expectations and recognising accomplishments. Wwhsalso the case for the management-
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by-exception (active) mean, which implies that san®ployees perceived their immediate
managers as taking corrective action in a timelyymea. Mean scores for management-by-
exception (passive) and laissez-faire suggests semeployees perceived that their
immediate managers tended to wait too long befeselving a problem or taking corrective

action.

The scores in Table 5.2 clearly suggest that afgignt amount of central tendency existed,
as the means of all components are relatively dos2 The highest standard deviation is
continuance commitment (CC), with a value of 1 @yer and Allen (1997) do not provide

guidance about expected, desired, average or ideahs for organisational commitment
scales (namely affective, continuance, and norraatommitment). Instead, they and other
researchers (Allen & Meyer, 1996; Dunham, Grube &t@neda, 1994) examined whether
there was a positive or negative relationship betwthe different types of organisational
commitment, the outcomes that are being measusedgeh as the pattern for those findings.
The desired pattern is having the highest scoresafiective commitment, followed by

normative commitment and then continuance commitm&he mean scores indicated in
Table 5.2 for affective commitment are only margjynahigher than for normative

commitment and continuance commitment. Table 5sb ahdicates mean scores for

continuance commitment which are slightly highemtithose for normative commitment.

5.4 COMPARISONS BETWEEN LEADER AND EMPLOYEE RESPONSES.

T-tests are used to compare the means of two sanfpidependent). In this case, the
significant differences, between the two sampletherdimensions of the questionnaires, are
determined. The tests carry two critical assumgtioegarding data distribution. The first
assumption is that the values in the data senaependent (measured on randomly selected
units from the study area). T-tests also requieedata to be normally distributed, but are
robust (not sensitive) to violations of the noryaissumption unless the data is extremely

non-normal. The results (descriptive statisticg)@esented in Table 5.3.
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Table 5.3: T-tests results for the MLQ (leaders amgbloyees) responses.
V ARIABLE ’ GRoOuUP ‘ [\ ‘ MEAN ’ StD. DEVIATION STD. ERROR MEAN
CR 1 162 2.7454 0.86887 0.06827
2 35 3.0929 0.45409 0.07676
MBEP 1 162 1.217 0.8635 0.0678
2 35 0.812 0.5704 0.0964
MBEA 1 162 2.26954 0.822263 0.06460
2 35 1.83571 0.903308 0.15268
TA 1 162 2.07716 0.420245 0.03301
2 35 1.91349 0.4258130 0.07197
_m
S 2 35 2.9714 0.51724 0.08743
1 162 2.7202 0.76074 0.05977
° 2 35 3.0857 0.30883 0.05220
M 1 162 2.811 0.8004 0.0629
2 35 3.143 0.5191 0.0877
A 1 162 2.80 0.917 0.072
2 35 3.11 0.526 0.089
c 1 162 2.42541 0.953436 0.07490
2 35 3.16428 0.42850 0.07242
- 1 162 2.67541 0.76237 0.05989
2 35 3.09571 0.370685 0.06265
u:_m
2 35 0.58 0.465 0.079

Group Statistics: Code: 1 = Employees; 2 = Leaders

According to Table 5.3, on transactional leaderskiig mean scores for employees are
marginally higher than those of the leaders andransformational leadership, the mean
scores for leaders are marginally higher than thafsthe employees. The values of the
standard deviation show that there is not muctewdfice in variability of the scores of the

two samples. Regarding the standard error meaneTald shows that the employees’
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standard error mean is smaller than that of thdelea This difference may be due to the
large difference in the size of the two samplesdées — N = 35; raters — N = 162).
However, the standard error depends on both tmelatd deviation of the samples and the
sample size. Norusis (1990) indicates that as ittee &f the sample increases the standard
error decreases. Therefore, it is clear that asstHraple size increases, the higher the
possibility will be that the sample mean is not taofrom the population mean.

Table 5.4 below presents the values of the Levetesisfor homogeneity of variance. This
test measures the assumption that the varianc® divo samples (leaders and employees)
are equal. According to Table 5.4, the F-values saagmificant except for transactional
leadership and management-by-exception (activeg Adn-significance implies that the
variances are not significantly different and tttie¢ assumption of equal variances is not
violated. Thus all other variances were signifibaulifferent and the assumption of equal

variances was violated.

Table 5.4: Leader and employee responses T-testerie’s test for equality of variance

evene e O gua O

O
CR Equal variances assumed 8.910 0.003
MBEP Equal variances assumed 5.663 0.018
MBEA Equal variances assumed 1.569 0.212
TA Equal variances assumed 0.347 0.556
IS Equal variances assumed 9.047 0.003
B Equal variances assumed 19.143 0.000
IM Equal variances assumed 4.135 0.043
IA Equal variances assumed 8.353 0.004
IC Equal variances assumed 22.153 0.000
TF Equal variances assumed 14.113 0.000
LF Equal variances assumed 13.765 0.000
p<0.05
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Since the values of the Levene’s test for managéeimgexception (active) and transactional
leadership are insignificant (p = 0.05), the valoéshe equal variances assumed for the t-

test are used. The results are presented in Tdhle 5

Table 5.5: MLQ (leaders and raters) T-test redaltequality of mean scores.
est for equality of mes
D . ailed
Equal variances assumed -2.296 195 0.023
R Equal variances not assumed| -3.383 | 96.333 0.001
Equal variances assumed -2.388 195 0.018
S Equal variances not assumed| -3.192 @ 76.798 0.002
Equal variances assumed 2.648 195 0.009
MBEP Equal variances not assumed| 3.433 | 72.270 0.001
MBEA Equal variances assumed 2.781 195 0.006
Equal variances not assumed| 2.617 | 46.945 0.012
Equal variances assumed 2.085 195 0.038
TA Equal variances not assumed| 2.067 | 49.354 0.044
Equal variances assumed -2.789 195 0.006
° Equal variances not assumed| -4.606 | 133.224 0.000
M Equal variances assumed -2.344 195 0.020
Equal variances not assumed| -3.072 | 73.795 0.003
A Equal variances assumed -1.979 195 0.049
Equal variances not assumed| -2.777 | 85.513 0.007
c Equal variances assumed -4.481 195 0.000
Equal variances not assumed| -7.091 | 117.294 0.000
Equal variances assumed -3.177 195 0.002
" Equal variances not assumed| -4.849 | 105.865 0.000
L Equal variances assumed 2.288 195 0.023
Equal variances not assumed| 3.443 | 101.781 0.001

It is evident from Table 5.5 that the two sampléfed significantly on all leadership

dimensions. This is an indication of major diffecea between leadership behaviours that
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are being practiced and behaviours that are bengeved by the employees.

The Mann-Whitney U-test is a distribution free, mmarametric test used for comparing the
central tendency of two independent samples. Thernt®y also be applied to normally

distributed population. It serves as an alternatiivehe T-test, but without the t-test limiting

assumptions.

Table 5.6:

Mann-Whitney U
Wilcoxon W
Z

Asymp. Sig. (2-tailed)

Mann-Whitney U-Test for the leader amployee responses.

Due to high the discrepancy in size between the samples, the non-parametric Mann-
Whitney U-test was also done. The results are ptedean Table 5.6. These results indicate
significant differences between the two samplesalbrdimensions with an exception of

idealised influence (Attributes) as well as tramtis@mal leadership and laissez-faire

leadership.

2028.500, 2206.000 2366.000 1493.500 2152.000 1886.500
15231.500 15409.000 15569.000 14696.500 15355.000 15089.500
-2.668 -2.073 -1.543 -4.408 -2.248 -3.102
0.008 0.038 0.123 0.000 0.025 0.002
» B » B A A
2159.500 2072.000 2098.500 2255.000
15362.50Q0 2702.000 2728.500 2885.000
-2.219 -2.507 -2.419 -1.899
0.026 0.012 0.016 0.058
2311.000
............................. 0 084
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5.5 RELIABILITY

Cronbach’s alpha coefficients were calculated timege the reliability of the MLQ and

OCQ instruments of this research. As advised byafek(2000), and discussed earlier in
section 4.9.1, coefficients less than 0.6 are clamsd poor, coefficients greater than 0.6, but
less than 0.8, are considered acceptable and ceetS greater than 0.8 are considered

good.

55.1 Cronbach’s Alpha Reliability Coefficient Scoes for the MLQ

Cronbach’s alpha reliability coefficients were edéted to estimate the reliability of the
MLQ instrument and results are given in Table 5cfolw. The average Cronbach’s alpha
reliability coefficient for the MLQ instrument is@02, which is good.

The results in Table 5.7 below indicate reasondiigyn alphas and that the MLQ factors

generally are reliable. Therefore, for this reskeatisce MLQ instrument is a reliable measure

of transformational leadership, transactional lesioip and laissez-faire leadership.
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Table 5.7: Cronbach’s Alpha Reliability Coefficterior MLQ Factors (N=197)
SUMMARY FOR SCALE: Mean = 109.9746 Std. Dev. = 22.00018 Valid N46

Variance = 484.008  Cronbach's Alpha = 0.902

Scale Mean if | Scale Variance if| Corrected ltem- Cronbach's Alpha if
N=118 Item Deleted Item Deleted Total Correlation Item Deleted
Q1 107.6610 460.824 0.413 0.900
Q1 107.2373 456.388 0.612 0.898
Q2 107.1864 466.085 0.465 0.900
Q3 108.4576 501.772 -0.322 0.911
Q4 107.5847 477.612 0.081 0.905
Q5 109.0763 510.379 -0.564 0.911
Q6 107.5339 464.422 0.365 0.901
Q7 109.1695 501.920 -0.413 0.909
Q8 107.4068 457.423 0.549 0.899
Q9 107.2712 450.131 0.687 0.897
Q10 107.3644 440.490 0.792 0.895
Q11 107.0593 461.475 0.510 0.899
Q12 109.0847 503.839 -0.449 0.910
Q13 107.0000 457.692 0.621 0.898
Q14 107.2797 451.485 0.698 0.897
Q15 108.0169 448.017 0.651 0.897
Q16 107.5508 442.215 0.739 0.895
Q17 108.4492 486.455 -0.073 0.907
Q18 107.3305 444.804 0.754 0.896
Q19 107.1017 457.357 0.559 0.898
Q20 108.8475 498.079 -0.285 0.909
Q21 107.1441 448.688 0.718 0.896
Q22 107.5000 469.449 0.290 0.902
Q23 106.9661 464.734 0.460 0.900
Q24 107.7034 478.689 0.071 0.905
Q25 106.8644 467.469 0.373 0.901
Q26 107.2966 451.099 0.729 0.897
Q27 107.7797 477.507 0.103 0.904
Q28 109.0847 514.779 -0.600 0.913
Q29 107.6780 458.357 0.481 0.899
Q30 107.3814 446.597 0.770 0.896
Q31 107.3559 445.103 0.732 0.896
Q32 107.4915 449.773 0.703 0.897
Q33 108.7712 503.323 -0.375 0.911
Q34 107.2034 453.856 0.691 0.897
Q35 106.9746 455.222 0.631 0.898
Q 36 107.1017 457.767 0.659 0.898
Q 37 107.3475 452.160 0.676 0.897
Q38 107.3475 445.477 0.764 0.896
Q39 107.2797 458.972 0.467 0.899
Q40 107.5254 446.764 0.700 0.896
Q41 107.0508 457.809 0.640 0.898
Q42 107.2542 445,285 0.768 0.896
Q43 106.8220 462.660 0.609 0.899
Q44 107.2119 448.185 0.773 0.896
Q45 107.0508 454.476 0.659 0.897
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5.5.2 Cronbach’s Alpha Reliability Coefficient Scees for the OCQ

Cronbach’s alpha coefficients were calculated itleorto assess the reliability of the OCQ
instrument for this research. The Cronbach’s alghability coefficients for the OCQ are
given in Table 5.8. The average Cronbach’s alph@hibty coefficient for the OCQ
instrument is 0.901, which is good.

Table 5.8: Cronbach’s Alpha Reliability Coefficierfor OCQ Factors (N=162)
SUMMARY FOR SCALE : Mean = 25.39 Std. Dev. = 10.480 Valid N: 12 Yiance = 109.822

Cronbach's Alpha = 0.901

Scale Mean if | Scale Variance if| Corrected Iltem- Cronbach's Alpha if
N=159 Item Deleted Item Deleted Total Correlation Item Deleted
Q1 23.04 94.707 0.587 0.895
Q2 23.19 92.901 0.630 0.892
Q3 23.10 93.040 0.605 0.894
Q4 22.78 94.920 0.619 0.893
Q5 23.26 95.269 0.492 0.900
Q6 23.36 95.674 0.523 0.898
Q7 23.43 91.791 0.630 0.892
Q8 23.82 91.251 0.659 0.891
Q9 22.92 93.146 0.658 0.891
Q10 23.12 88.650 0.747 0.886
Q11 23.73 92.401 0.678 0.890
Q12 23.55 93.591 0.634 0.892

The results in Table 5.8 indicate reasonably hilginas suggesting that the OCQ factors
generally are reliable. Therefore, for this reskatihe OCQ instrument is a reliable measure

of affective commitment, continuance commitment aadmative commitment.

5.6 RESULTS OF THE CORRELATION ANALYSIS

As mentioned previously, the hypotheses of theyst concerned with establishing a
relationship between leadership style and empla@pgemitment. The relationship between
leadership style and organisational commitment iwasstigated using two-tailed Pearson
analysis. This provided correlation coefficientsiethindicated the strength and direction of
linear relationship. The p-value indicated the @tmbty of this relationship’s significance.

The results of the correlation analysis are preskbelow. As discussed earlier (in section

4.9.2), Devore and Peck (1993) provided a guideforeassessing resultant correlation
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coefficients as follows: coefficients less than Bepresent a weak relationship, coefficients
greater than 0.5, but less than 0.8, representderate relationship and coefficients greater

than 0.8 represent a strong relationship.

The individual research hypotheses documentedeeanlisection 4.2 of this research were

tested. The results of these hypotheses are gelewb

5.6.1 Hypothesis One

Ho1: There is no statistical significant relationsbigtween transformational leadership and
affective commitment to the organisation.

Ha: There is a statistical significant relationslhigtween transformationéadership and

affective commitment to the organisation.

Table 5.9 Summary of Hypothesis One Results

Correlations are significant at p < 001 N =

(Casewise deletion of missing data)

Transformational Leadership

Affective commitment 0.453 (p < 0.0001)

From Table 5.9, it is clear that there is a reldtiweak, but significant, positive relationship
between transformational leadership and affectoaroitment (r = 0.453p < 0.0001) The
researcher rejects the null hypothesigldnd concludes that there is sufficient evideate,
the 1% level of significance, that there is a pesitrelationship between transformational

leadership and affective commitment.
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5.6.2 Hypothesis Two

Ho2: There is no statistical significant relationsbhigtween transformational leadership and
continuance commitment to the organisation.
Hx: There is a statistical significant relationsligtween transformationéadership and

continuance commitment to the organisation.

Table 5.10:  Summary of Hypothesis Two Results

Correlations are significant at p < 0.05 N =

(Casewise deletion of missing data)

Transformational Leadership

Continuance commitment 0.175 (p < 0.026)

From Table 5.10, it is evident that there is a weeak, but significant, positive relationship
between transformational leadership and continuaecemitment (r = 0.175 < 0.026)

The researcher rejects the null hypothesig,)(Find concludes that there is sufficient
evidence, at the 5% level of significance, thatréhes a positive relationship between

transformational leadership and continuance comanitm

5.6.3 Hypothesis Three

Hos: There is no statistical significant relationsbhigtween transformational leadership and
normative commitment to the organisation.

Ha: There is a statistical significant relationsligtween transformationdéadership and

normative commitment to the organisation.

Table 5.11:  Summary of Hypothesis Three Results

Correlations are significant at p < 0.01 N =

(Casewise deletion of missing data)

Transformational Leadership

Normative commitment 0.256 (p < 0.001)
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From Table 5.11, it is clear that there is a redyi weak, but significant, positive
relationship between transformational leadershig marmative commitment (r = 0.256 <
0.001) The researcher rejects the null hypothesig)(&hd concludes that there is sufficient
evidence, at the 1% level of significance, thatréhess a positive relationship between

transformational leadership and normative commitmen

5.6.4 Hypothesis Four

Hos: There is no statistical significant relationshoptween transactional leadership and
affective commitment to the organisation.
Ha: There is a statistical significant relationstbptween transactiondéadership and

affective commitment to the organisation.

Table 5.12:  Summary of Hypothesis Four Results

Correlations are significant at p < 005 N =

(Casewise deletion of missing data)

Transactional Leadership

Affective commitment 0.093 (p < 0.239)

From Table 5.12, it is evident that there is arremely weak, but insignificant, positive
relationship between transactional leadership dfettave commitment (r = 0.093) <

0.239) The researcher therefore cannot reject the rypbthesis (lds) and concludes that
there is insufficient evidence, at the 5% level sifnificance, of relationship between

transactional leadership and affective commitment.

5.6.5 Hypothesis Five

Hos: There is no statistical significant relationshoptween transactional leadership and
continuance commitment to the organisation.

Has: There is a statistical significant relationstbptween transactiondéadership and

continuance commitment to the organisation.
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Table 5.13:  Summary of Hypothesis Five Results

Correlations are significant at p < 0.05 N =

(Casewise deletion of missing data)

Transactional Leadership

Continuance commitment 0.179 (p < 0.023)

From Table 5.13, it is clear that there is a vesaky but significant, positive relationship
between transactional leadership and continuanoenitmnent (r = 0.179p < 0.023). The
researcher rejects the null hypothesigs ldnd concludes that there is sufficient evideate,
the 5% level of significance, that there is a puesitrelationship between transactional

leadership and continuance commitment.

5.6.6 Hypothesis Six

Hos: There is no statistical significant relationshoptween transactional leadership and
normative commitment to the organisation.
Has: There is a statistical significant relationstbptween transactiondéadership and

normative commitment to the organisation.

Table 5.14:  Summary of Hypothesis Six Results

Correlations are significant at p < 005 N =

(Casewise deletion of missing data)

Transactional Leadership

Normative commitment 0.071 (p < 0.373)

From Table 5.14, it is evident that there is arremely weak, but insignificant, positive
relationship between transactional leadership aswinative commitment (r = 0.071, p <
0.373). The researcher therefore cannot rejechtitiehypothesis (lds) and concludes that
there is insufficient evidence, at the 5% level sifnificance, of relationship between

transactional leadership and normative commitment.
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5.6.7 Hypothesis Seven

Hoz: There is no statistical significant relationslptween laissez-faire leadership and
affective commitment to the organisation.
Ha: There is a statistical significant relationstetween laissez-faire leadership and

affective commitment to the organisation.

Table 5.15:  Summary of Hypothesis Seven Results

Correlations are significant at p < 0.01 N =

(Casewise deletion of missing data)

Laissez-Faire Leadership

Affective commitment -0.312 (p < 0.0001)

From Table 5.15, it is evident that there is atreddy weak, but significant, negative
relationship between laissez-faire leadership afectave commitment (r = -0.312p <

0.0001). The researcher rejects the null hypoth@dis) and concludes that there is
sufficient evidence, at the 1% level of significant¢hat there is a negative relationship

between laissez-faire leadership and continuancercment.

5.6.8 Hypothesis Eight

Hos: There is no statistical significant relationslptween laissez-faire leadership and
continuance commitment to the organisation.
Has: There is a statistical significant relationsHyptween laissez-faire leadership and

continuance commitment to the organisation.

Table 5.16:  Summary of Hypothesis Eight Results

Correlations are significant at p < 0.05 N =

(Casewise deletion of missing data)

Laissez-faire Leadership

Continuance commitment -0.102 (p < 0.197)
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From Table 5.16 it is clear that there is a verykyéut insignificant, negative relationship
between laissez-faire leadership and continuanoarstonent (r = -0.102p < 0.197) The

researcher therefore cannot reject the null hysidhébs) and concludes that there is
insufficient evidence, at the 5% level of significa, of relationship between laissez-faire

leadership and affective commitment.

5.6.9 Hypothesis Nine

Hoo: There is no statistical significant relationstbptween laissez-faire leadership and
normative commitment to the organisation.
Hxo: There is a statistical significant relationshyetween laissez-faire leadership and

normative commitment to the organisation.

Table 5.17 Summary of Hypothesis Nine Results

Correlations are significant at p < 005 N =

(Casewise deletion of missing data)

Laissez-faire Leadership

Normative commitment -0.15 (p < 0.057)

From Table 5.17, it is evident that there is a vergak, but insignificant, negative
relationship between laissez-faire leadership aomative commitment (r = -0.15 <
0.057) The researcher therefore cannot reject the rypbthesis (ko) and concludes that
there is insufficient evidence, at the 5% levesighificance, of relationship between laissez-

faire leadership and normative commitment.

Within the research design of this study, as indidan Figure 4.1, it was originally intended
to perform a regression analysis to test for thpoltyesis. However, this could not be
conducted due to the correlation analysis resudéggo weak, namely all correlation
coefficients fall below 0.5, indicating a weak tedaship between the leadership dimensions
and organisational commitment within this study (@@ & Peck, 1993). Therefore, the

weak correlation results inhibited a regressionyamaof the hypothesis.
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5.7 CONCLUSIONS

The empirical results of the research were predentthis chapter. Descriptive statistics and
reliability analysis were presented to provide Hert insight. The following significant
results were found: a weak, but significant positifinear relationship between
transformational leadership and employee commitr(efifiective commitment, continuance
commitment and normative commitment). Furtherm@areyeak, but significant, positive
linear relationship between transactional leaderahid continuance commitment was found.
Additionally, it was found that there is a weakt significant, negative linear relationship

between laissez-faire leadership behaviour andt@ffiecommitment.
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CHAPTER SIX: DISCUSSION, RECOMMENDATIONS  AND
CONCLUSIONS.

6.1 INTRODUCTION

After presenting the results of the research inpiteeious chapter, the implications of these
results are now discussed in the light of the ditiere reviewed in the first few chapters of
this research. Research limitations are identiied implications of the research are also

discussed in this chapter.

6.2 RELIABILITY OF THE FINDINGS

Before discussing the research findings, with paldir reference to the relevant literature

and previous research, it is necessary to disbeseetiability of the findings of this research.

This research found the average Cronbach’s alphabitgy coefficient for the MLQ
instrument to be 0.902, which is good. Thereforetlie@ purposes of this research, the MLQ
instrument is deemed to be a reliable measureaastormational leadership, transactional

leadership and laissez-faire leadership.

The average Cronbach’s alpha reliability coeffitiebtained for the MLQ does substantiate
the reliability of the MLQ. According to Bass and/@dlio (1997) and Whitelaw (2001), the
MLQ is valid and reliable and has been used extehsivorldwide. Research conducted by
Ackerman et al (2000) in South Africa yielded Craab's alpha reliability coefficients of
0.944, 0.736 and 0.803 for transformational, tratisaal and laissez-faire leadership,
respectively. A recent study conducted by Haywadrdl €2004) also produced Cronbach’s
alpha reliability coefficients of 0.771 and 0.69dr ftransformational and transactional
leadership, respectively. However, research cordubty Botha (2001), in South Africa,
yielded Cronbach’s alpha reliability coefficientsf ®.926, 0.372 and 0.660 for
transformational, transitional and laissez-fairadership, respectively. Botha (2001) found

the MLQ instrument to be a reliable measure of df@mational leadership and a poor
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measure of transactional leadership. The Cronbaalplsa reliability coefficients of this
research support the reliability findings of Ackemmet al (2000) and Hayward et al (2004).
Additionally, this research’s average Cronbachjshal reliability coefficient for the MLQ
supports the findings of authors such as Bass amiicA(1997), Ackerman et al (2000) and
Whitelaw (2001).

This research found the average Cronbach’s alphabitdy coefficient for the OCQ
instrument to be 0.901, which is good. Therefooe this research, the OCQ instrument is a
reliable measure of affective commitment, contimmgancommitment and normative
commitment. Several studies have been conductexkamine the reliability (Cronbach’s
Alpha coefficient) of the OCQ. Allen and Meyer (I99reported the reliability of the
affective commitment scale as 0.87, of the contieeacommitment scale as 0.75 and for the
normative commitment scale as 0.79. Dunham, Grulgk Gastaneda (1994) found alpha
ranges of 0.74 to 0.87 for affective, 0.73 to OfBd continuance, and 0.67 to 0.78 for
normative commitment. Cohen (1996) discovered alpbefficients of 0.79 for affective,
0.69 for continuance, and 0.65 for normative commaitt. Research conducted by Meyer et
al (2002) yielded alpha coefficients of 0.82 fofeative, 0.73 for continuance and 0.76 for
normative commitment. Hayward et al (2004) alsodpoed alpha coefficients of 0.791,
0.843 and 0.889 for affective commitment, contimmgancommitment and normative
commitment, respectively. The Cronbach’s alphaabdlity coefficients of this research
support the reliability findings of Dunham et al9¢@4) and Hayward et al (2004).
Additionally, the average Cronbach’s alpha relispitoefficient for the MLQ in this study
supports the findings of authors such as AllenMeger (1990) and Cohen (1996).

6.3 DISCUSSION OF THE RESULTS

The above results suggest that although the rakdtip is not strong, there is a positive
relationship between the transformational leaderfi@ghaviours and commitment (affective
commitment, continuance commitment and normativexmdment). This suggests that
leadership behaviours which involve building trusspiring a shared vision, encouraging
creativity and emphasising development is somewtaditively related to employee
commitment. For affective commitment, the studygrsys that these leadership behaviours

are positively related to how employees feel alweanting to stay with the company. For
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normative commitment, the study also suggests tthatsame leadership behaviours are
similarly positive, though weakly related to how @oyees feel about their obligation to
stay with the company. Similarly for continuancentoitment, the study indicates that the
same leadership behaviours are similarly posittheugh more weakly related to how

employees feel about their needing to stay withctirapany.

The findings that transformational leadership béhag have a weaker relationship with
normative commitment and continuance commitment thizh affective commitment is also

appropriate since employees who stay with an osgéion because they feel obligated or
need to do not exhibit the same enthusiasm andvereent as employees who stay with an
organisation because they want to stay (Meyer &mlI1997). As such, transformational
leadership behaviours are not as strongly relatecbdth normative and continuance
commitment as to affective commitment. This isicait to the organisation as affective
commitment results in better performance and moreammgful contributions than

normative commitment and continuance commitmenty@& Allen, 1997).

Other researchers have found similar weak posraa&tionships between transformational
leadership behaviours and affective commitment,mabve commitment, as well as,
continuance commitment. In a study undertaken bytKand Chelladurai (2001) in
intercollegiate athletics at an American Universiiy was found that individualised
consideration has a positive correlation with baffective commitment (r = 0.475, p <
0.001) and normative commitment (r = 0.354, p <00)0 They also found positive
correlations between intellectual stimulation amthbaffective commitment (r = 0.487, p <
0.001) and normative commitment (r = 0.292, p 5P.Bycio, Hackett and Allen (1995)
found a weak correlation between the transformatiteadership dimensions and affective
commitment. They found correlations of between 0.39 and r = 0.45, whereby the
charisma scale shows the highest connection with 0.45. Also, Podsakoff and his
colleagues (1996) reported weak correlation rarfge®s r = 0.25 to r = 0.34 between
commitment and different dimensions of transforoval leadership. In another study
undertaken by Hayward, Goss and Tolmay (2004) enSbuth African electricity utility of
Eskom Southern Region, it was found that transftional leadership has moderate positive

correlation with affective commitment (r = 0.52%8< 0.000). They found that there is no
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significant linear relationship between transadioeadership and any of the commitment
types.

The results also indicate a weak, but significaositive relationship between transactional
leadership and continuance commitment. This almosexistent correlation suggests that
leadership behaviours involving exchange of rewdadsmeeting agreed-on objectives,
highlighting problems, ignoring problems or waitifagg problems to become serious before
taking action, may not be related to how employlset about having to stay with the
organisation. These behaviours focus on “when” liael is provided about negative
performance (Bass & Avolio, 1997). Specifically, magement-by-exception (passive)
involves feedback that occurs only when problemsobe chronic, and laissez-faire
involves no feedback. The longer leaders wait tovelenegative feedback about tasks, the

greater the negative effect on employee performéBass, 1997).

In the present study, negative feedback about tdekswas either delayed or non-existent
had a negative effect on commitment. Therefore,ravipg the “timeliness” of negative
feedback about tasks might reduce the negativectefbe affective and normative
commitment. Meyer and Allen (1997) even suggeat #mployees who have a strong
continuance commitment stay with the organisatlmetause they do not want to lose the
amount of time, money or effort invested or becaisy think they have no employment
alternatives. While those who do not care about twih@y have invested into the
organisation and what they stand to gain if theypai@ with the organisation will have
weaker continuance commitment. There was no stailst significant correlation between
transactional leadership behaviours and affectienmitment as well as between

transactional leadership behaviours and normatwengitment

The results indicate a weak, but significant andatige correlation between laissez-faire
leadership behaviour and affective commitment. Témults suggest that this leadership
behaviour will have a negative influence on theetize commitment. The results presented
also concur with the literature by Shamir, Housé Arthur (1993), Shamir, Zakay, Breinin
and Popper (1998) as well as Walumbwa and Lawigd3p presented in chapter 3, which
imply that leaders exhibiting transformational leeghip styles are more effective in

achieving significantly higher commitment levelathtransactional leaders. The literature
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also suggested that transformational leadershigrgén elicits greater levels of employee
buy-in, with leaders encouraging employees to atloptorganisational vision as their own,
through inspiration (Cacioppe, 1997, in Botha, 2000hus, employees feel a sense of
belonging to the organisation and remain with thganisation because they want to, thus

exhibiting affective commitment.

Because transformational leadership has been fawndchave a significant positive
relationship with employee commitment, the orgamosashould attempt to develop this
leadership style within the region as committed lewyges are most desirable. By
implementing programmes that encourage leadersewelop transformationaleadership

style, the organisation will be able to improve tdoenmitment levels of its employees.

One of the reasons why there is a weak correldbetmveen transformational leadership
behaviour and organisational commitment could leefdtt that professionals derive their
rewards from inward standards of excellence, frbairtprofessional societies and from the
intrinsic satisfaction of their task (Toffler, 199Me argues that professionals are committed
to the task, not the job; to their standards, hetrtboss. And because they have degrees or
diplomas, they easily move from one company to lamtThey are not good ‘company
men’; they are committed to the challenging envinents where they can play with

problems.

Haug and Dofny (1997) indicated that professiongésils are directed primarily inward, at
achieving the goals of the company and advancindinvithe company. The principal
motivator for a professional is to have an intengsjob and a feeling of personal and
professional growth. They may be able to handleyns&iortcomings in the work situation, if
the work itself is challenging. Raudsepp (1977)uasythat the professionals’ attitude
towards their job is self-directing and they aregnmally quite happy when given limited
supervision. They know they are part of a team,tbay still prefer the company to have
confidence in their capabilities so that they cameagreater independence. Dunham, Grube
and Castaneda (1994) suggest that this relationsbiyd vary based on employees’
perceptions of their ability to find another jobtkvsimilar characteristics. Furthermore, it is

the fear of loss that commits the person to thamsgtion (Meyer & Allen, 1984).
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Having now discussed the results of the researchcammented on the relation to the

theory, it is necessary to discuss the limitatiand implications arising from the study.

6.4 IMPLICATIONS FOR PRACTICE

Empirical evidence appears to support the view thatlership style can influence the
development of organisational commitment. Thesdifigs suggest that transformational
leadership behaviours are positively related tcediffe, normative and continuance
commitment. The findings also suggest that tramsa&kt leadership behaviours are

positively related to continuance commitment.

Both transformational and transactional leaderdsepaviours have similar influence on
continuance commitment. This indicates that trams&tional and transactional leadership
behaviours were interdependent and have an integaetfect on continuance commitment.
Depending on the situation, these two types of destldp behaviours can be displayed
simultaneously in order for change to occur in garnce commitment. Therefore,
managers might be able to increase employees’ devklcontinuance commitment by
improving both transformational and transactioealdership behaviours. The study supports
Bass (1985a) views that transformational and tretiszal leadership paradigms comprise of
complementary rather than polar constructs, wigdmdformational leadership building on
transactional leadership, but not vice versa. Hegnises that both styles may be linked to
the achievement of desired goals and objectivess,Bavolio and Goodheim (1987) also
viewed that the two styles are complementary insiigse that transformational leadership
style is ineffective in the total absence of a $emtional relationship between leaders and

subordinates.

Organisations that require their employees to dgve@rganisational commitment should
provide comprehensive training that will encouralgadership to exhibit leadership
behaviours such as building trust, inspiring a stlawision, encouraging creativity,
emphasising development, and recognising acconmpésks. Leaders can play a role in
building commitment by assuring that the organisatnakes effort to address both the work
content and the work context by engaging in managermpractices to minimize employee

alienation. They should demonstrate their commitmen the employees by sharing
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information, provide for the development and growtremployees within the organisation
and offer more than market related incentives.his era of empowered employees and
teams, leaders still need to communicate to thdioglinates the sense that the organisation

respects them and values the contributions thgtriteke.

6.5 LIMITATIONS

The findings of this study should be viewed withrtam limitations in mind. A possible
limitation of this study was the low response r&espondents in Eastern Region were not
keen on, or familiar with, answering questionnairébey also seemed sensitive about
revealing confidential company information, whictidad to the difficulty of doing this

research.

Another limitation of the current study relatesthe characteristics or demographics of the
sample. The study was conducted in Eskom EastegioRelominated by mostly male
participants. Results might have been differemiafcentages for race, age, marital status,
gender, time with the organisation, time with anmiediate supervisor, ethnicity and

education were different.

Thus, these findings may not be generalisable heratlectricity utility settings or to other
types of organisations. Generalisability of thespré findings should therefore be examined
in future research in other regions, with mixed dgm older and more heterogeneous

samples.

Despite these limitations this study has contriduie extending the literature on the
variables associated with the development of oggdinnal commitment.

6.6 RECOMMENDATIONS FOR FURTHER RESEARCH
As far as the samples are concerned, replicatioa assible enlargement of the sample) of

the study in other regions would be highly desealih this regard, similar studies at other

electricity utilities (such as other Eskom regiamsl municipalities) would seem appropriate.
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An attempt should also be made to determine thegatblveommitment experienced by

professional employees.

Eskom should perform a detailed study to evaluatecikact leadership style currently being
practised so that relevant training can be provigedncourage a leadership style which is

conducive to the development of organisational camant.

6.7 CONCLUSIONS

The main objective of the study was to investigdie relationship between various
leadership styles and various employee commitmgtessin Eskom Eastern Region. This
study found that the transformational leadershipab@®urs were positively related with
affective, continuance and normative commitmerthaaigh not very strongly. This means
that leadership behaviours which involve engendetirust, inspiring a shared vision,
generating enthusiasm, encouraging creativity, igdmg coaching and recognising
accomplishments, do explain some of the variatiohdw employees feel about wanting to,
needing to, or feeling obligated to, stay with trganisation. The more they display these

behaviours, the more employees may want to, neeat feel obligated to stay.

Transactional leadership behaviours had a positieationship with continuance
commitment and indicate a lesser variance tharsfoamational leadership behaviours. This
means that leadership behaviours, which involverigig problems or waiting for problems
to become chronic before taking action, explainyoal little of the variation in how
employees feel about needing to stay with the asg#ion. Managers may be able to
improve their transactional leadership behaviowgiving negative feedback in a timely

manner and using language that is both clarifyimdj@encouraging.

These findings also reveal that the laissez-fagadérship behaviour has a negative
relationship with affective commitment. This meathat leadership behaviours, which
involve avoiding getting involved when problemssariwill negatively impact on affective

commitment. This explains some of the variatioth@aw employees feel about not wanting

to stay with the organisation
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Overall findings from this study suggest that tfanwational, transactional and laissez-faire
leadership behaviours do play important roles irtemeining levels of affective

commitment, continuance commitment and normativerngment.
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APPENDIX A: calculations of mean scores and standard deviation

Dimension EXCEL | Valid | Mean | Standard Deviation
Code N
Idealised influence (attributed) IA 197 285 0.87
Idealised influence (behaviour) B 197 279 0.72
Inspirational motivation IM 197 237 0.77
Individualised consideration IC 197 2556 0.93
Intellectual stimulation IS 197 269 0.79
Contingent rewards CR 197 231 0.82
Management-by-exception-active MBEA 197 2 19 0.85
Management-by-exception-passive MBEF 1971 15 0.83
Transformational Leadership TF 197 2 75 0.73
Transactional Leadership TA 197 205 0.42
Laissez-faire LF 197| 0.88 0.87
Affective Commitment AC 162| 243 1.05
Continuance Commitment CC 162 217 1.10
Normative Commitment NC 162 177 1.05
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APPENDIX B: Descriptive Statistics

N Mean Std. Deviation
Q1 196 2.76 0.977
Q11 195 2.88 0.964
Q16 194 2.56 1.238
Q35 194 3.04 1.005
CR 197 2.8071 0.82075
Q2 195 2.78 0.822
Q8 196 2.70 1.036
Q 30 196 2.70 1.070
Q32 196 2.58 1.109
IS 197 2.6857 0.78982
Q3 195 1.37 1.283
Q12 196 0.86 1.065
Q17 190 1.35 1.148
Q20 194 1.01 1.170
MBEP 197 1.145 0.8324
Q4 193 2.28 1.290
Q22 191 2.35 1.099
Q24 192 2.1979 1.19001]
Q 27 190 1.94 1.165
MBEA 197 2.19247 0.851213
Transactional 197 2.04808 0.424801
Q5 197 0.87 1.089
Q7 195 0.73 0.970
Q28 196 0.84 1.155
Q33 196 1.10 1.179
LF 197 0.88 0.874
Q6 195 2.48 1.150
Q14 194 2.76 1.007
Q23 194 3.09 877
Q34 196 2.83 .954
IB 197 2.7851 .71523
Q9 196 2.85 1.006
Q13 196 3.02 0.933
Q 26 194 2.68 0.982
Q36 196 2.93 0.850
IM 197 2.870 .7676
Q10 196 2.68 1.147
Q18 192 2.73 1.152
Q21 194 2.94 1.073
Q25 196 3.09 0.946
1A 197 2.85 0.869
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Q 15 195 2.15 1.209
Q19 196 2.88 1.048
Q29 193 2.4767 1.21652
Q31 196 2.69 1.206
IC 197 2.55668 0.926679
Transformational 197 2.75008 0.726084
Q 37 196 2.72 1.005
Q40 188 2.62 1.139
Q43 196 3.19 0.751
EF 197 2.84 0.817
Q38 195 2.73 1.109
Q41 195 3.04 0.876
ST 197 2.89 0.899
Q39 194 2.76 1.072
Q42 196 2.85 1.117
Q44 196 2.83 1.056
Q45 193 3.00 0.963
EE 197 2.8579 0.86845
Q1 162 2.37 1.195
Q4 162 2.62 1.121
Q9 162 2.47 1.191
Q10 162 2.28 1.371
AC 162 2.4336 1.05434
Q2 161 2.20 1.256
Q3 162 2.30 1.294
Q5 162 2.13 1.324
Q6 161 2.04 1.229
CcC 162 2.167 1.1043
Q7 162 1.98 1.337
Q8 161 1.58 1.326
Q11 162 1.67 1.226
Q12 162 1.84 1.205
NC 162 1.77 1.052
Organisational 162 2.12242 0.8702794




APPENDIX C: Comparisons between Leaders and Employees responses

Independent samples T-Tests

Group Statistics: Code: 1 = Employees; 2 = Leaders

Std. Std.
Deviati | Error
Group N Mean on Mean F Sig. t df Sig. (2-taileq
Q1 1 Equal variances assumed | 161 2.75 1.020 0.080 4.427 0.037 -0.299 194 0.765
2 Equal variances not assumq 35 2.80 0.759 0.128 -0.361 63.843 0.719
Q11 1 Equal variances assumed | 161 2.83 1.014 0.080 6.587 0.011 -1.574 193 0.117
2 Equal variances not assumq 34 3.12 0.640 0.110 -2.101 72.979 0.039
Q16 1 Equal variances assumed | 160 2.45 1.273 0.101 12.249 0.001 -2.644 192 0.009
2 Equal variances not assumq 34 3.06 0.919 0.158 -3.255 63.194 0.002
Q35 1 Equal variances assumed | 159 2.95 1.066 0.085 6.187 0.014 -2.591 192 0.010
2 Equal variances not assumq 35 3.43 0.502 0.085 -3.997 111.375 0.000
CR 1 Equal variances assumed | 162 | 2.7454 | 0.86887 | 0.06827 8.910 0.003 -2.296 195 0.023
2 | Bqual variances not 35 | 3.0029 | 0.45409 | 0.07676 -3.383 96.333 0.001
assumed
Q2 1 Equal variances assumed | 160 2.82 0.853 0.067 1.688 0.195 1.242 193 0.216
2 Equal variances not assumq 35 2.63 0.646 0.109 1.482 62.976 0.143
QS8 1 Equal variances assumed | 161 2.62 1.054 0.083 2.285 0.132 -2.281 194 0.024
2 Equal variances not assumq 35 3.06 0.873 0.147 -2.576 57.776 0.013
Q30 1 Equal variances assumed | 161 2.63 1.123 0.088 14.677 0.000 -2.027 194 0.044
2 Equal variances not assumq 35 3.03 0.707 0.119 -2.700 76.657 0.009
Q32 1 Equal variances assumed | 161 2.45 1.140 0.090 13.407 0.000 -3.608 194 0.000
2 Equal variances not assumq 35 3.17 0.707 0.119 -4.847 78.035 0.000
IS 1 Equal variances assumed | 162 | 2.6240| 0.82544 | 0.06485 9.047 0.003 -2.388 195 0.018
2 | Equal variances not 35 | 2.9714| 0.51724 | 0.08743 -3.192 76.798 0.002

assumed
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Q3 1 Equal variances assumed | 161 1.42 1.354 0.107 24.180 0.000 1.112 193 0.268
2 Equal variances not assumq 34 1.15 0.857 0.147 1.481 72.710 0.143
Q12 1 Equal variances assumed | 161 .93 1.107 0.087 2.421 0.121 1.972 194 0.050
2 Equal variances not assumq 35 .54 0.780 0.132 2.459 67.574 0.016
Q17 1 Equal variances assumed | 155 1.44 1.185 0.095 9.248 0.003 2.335 188 0.021
2 Equal variances not assumq 35 .94 0.873 0.147 2.825 65.689 0.006
Q20 1 Equal variances assumed | 159 1.09 1.216 0.096 5.902 0.016 2.153 192 0.033
2 Equal variances not assumq 35 .63 0.843 0.143 2.707 69.135 0.009
MBEP 1 Equal variances assumed | 162 | 1.217 | 0.8635 | 0.0678 5.663 0.018 2.648 195 0.009
2 | Equal variances not 35 | 812 | 05704 | 0.0964 3.433 72.270 0.001
assumed
Q4 1 Equal variances assumed | 158 2.35 1.311 0.104 2.897 0.090 1.449 191 0.149
2 Equal variances not assumq 35 2.00 1.163 0.197 1.564 54.888 0.124
Q22 1 Equal variances assumed | 156 2.42 1.107 0.089 1.034 0.310 1.759 189 0.080
2 Equal variances not assumq 35 2.06 1.027 0.174 1.844 53.225 0.071
Q24 1 Equal variances assumed | 157 | 2.2994| 1.18465| 0.09455 0.087 0.769 2.537 190 0.012
2 Equal variances notassumq 35 | 1.7429| 1.12047 | 0.18939 2.629 52.348 0.011
Q 27 1 Equal variances assumed | 156 2.04 1.174 0.094 0.362 0.548 2.476 188 0.014
2 Equal variances not assumq 34 1.50 1.022 0.175 2.706 53.758 0.009
MBEA 1 Equal variances assumed 162 | 2.26954| 0.822263| 0.06460 1.569 0.212 2.781 195 0.006
2 | Equal variances not 35 |1.83571] 0.903308| 0.15268 2.617 46.945 0.012
assumed
Transactional 1 Equal variances assumed | 162 |2.07716| 0.420245| 0.03301 0.347 0.556 2.085 195 0.038
2 | Equal variances not 35 | 1.91349| 0.425813| 0.07197 2.067 49.354 0.044
assumed
Q5 1 Equal variances assumed | 162 .94 1.138 0.089 6.783 0.010 2.138 195 0.034
2 Equal variances not assumq 35 51 0.742 0.126 2.792 73.285 0.007
Q7 1 Equal variances assumed | 160 .82 1.021 0.081 11.258 0.001 2.837 193 0.005
2 Equal variances not assumq 35 31 0.530 0.090 4,184 97.873 0.000
Q28 1 Equal variances assumed 161 .92 1.209 0.095 6.939 0.009 2.029 194 0.044
2 Equal variances not assumq 35 49 0.781 0.132 2.663 74.369 0.009
Q33 1 Equal variances assumed | 161 1.12 1.211 0.095 4.973 0.027 0.536 194 0.593
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2 Equal variances not assumq 35 1.00 1.029 0.174 0.595 56.481 0.554
LF 1 Equal variances assumed | 162 .95 0.928 0.073 13.765 0.000 2.288 195 0.023
2 | Equal variances not 35 58 0.465 | 0.079 3.443 101.781 0.001
assumed
Q6 1 Equal variances assumed | 160 2.38 1.180 0.093 9.868 0.002 -2.828 193 0.005
2 Equal variances not assumq 35 2.97 0.857 0.145 -3.461 65.651 0.001
Q14 1 Equal variances assumed | 159 2.70 1.060 0.084 14.204 0.000 -1.768 192 0.079
2 Equal variances not assumq 35 3.03 0.664 0.112 -2.358 77.645 0.021
Q23 1 Equal variances assumed | 159 3.06 0.898 0.071 0.004 0.947 -1.012 192 0.313
2 Equal variances not assumq 35 3.23 0.770 0.130 -1.116 56.297 0.269
Q34 1 Equal variances assumed | 161 2.77 0.983 0.077 1.656 0.200 -1.948 194 0.053
2 Equal variances not assumq 35 3.11 0.758 0.128 -2.298 61.622 0.025
IB 1 Equal variances assumed | 162 | 2.7202| 0.76074 | 0.05977 | 19.143 0.000 -2.789 195 0.006
2 [Equal variances not 35 | 3.0857 | 0.30883 | 0.05220 -4.606 133.224 0.000
assumed
Q9 1 Equal variances assumed | 161 2.77 1.038 0.082 3.810 0.052 -2.316 194 0.022
2 Equal variances not assumq 35 3.20 0.759 0.128 -2.824 64.984 0.006
Q13 1 Equal variances assumed | 161 2.96 0.983 0.077 2.570 0.111 -2.072 194 0.040
2 Equal variances not assumq 35 3.31 0.583 0.098 -2.855 82.418 0.005
Q 26 1 Equal variances assumed | 159 2.64 1.003 0.080 .391 0.533 -1.369 192 0.173
2 Equal variances not assumq 35 2.89 0.867 0.147 -1.503 55.937 0.139
Q 36 1 Equal variances assumed | 161 2.88 0.893 0.070 4.501 0.035 -1.876 194 0.062
2 Equal variances not assumq 35 3.17 0.568 0.096 -2.484 75.675 0.015
IM 1 Equal variances assumed | 162 | 2.811 | 0.8004 | 0.0629 4.135 0.043 -2.344 195 0.020
2 [Equal variances not 35 | 3.143 | 05191 | 0.0877 -3.072 73.795 0.003
assumed
Q10 1 Equal variances assumed | 161 | 2.65 1.206 0.095 8.437 0.004 -0.853 194 0.395
2 Equal variances not assumq 35 2.83 0.822 0.139 -1.085 70.029 0.282
Q18 1 Equal variances assumed | 157 2.62 1.206 0.096 11.347 0.001 -2.859 190 0.005
2 Equal variances not assumq 35 3.23 0.690 0.117 -3.998 87.297 0.000
Q21 1 Equal variances assumed | 159 2.84 1.122 0.089 4.951 0.027 -2.830 192 0.005
2 Equal variances not assumq 35 3.40 0.651 0.110 -3.938 85.243 0.000
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Q25 1 Equal variances assumed | 161 3.11 0.968 0.076 0.566 0.453 0.633 194 0.527
2 Equal variances not assumq 35 3.00 0.840 0.142 0.693 55.483 0.491
1A 1 Equal variances assumed | 162 2.80 0.917 0.072 8.353 0.004 -1.979 195 0.049
2 | Equal variances not 35 | 311 | 0526 | 0.089 2777 85.513 0.007
assumed
Q15 1 Equal variances assumed | 160 2.04 1.261 0.100 6.843 0.010 -2.766 193 0.006
2 Equal variances not assumq 35 2.66 0.765 0.129 -3.758 80.361 0.000
Q19 1 Equal variances assumed | 161 2.78 1.082 0.085 4.959 0.027 -2.920 194 0.004
2 Equal variances not assumq 35 3.34 0.725 0.123 -3.751 71.326 0.000
Q29 1 Equal variances assumed | 158 | 2.2595| 1.22178 | 0.09720| 23.006 0.000 -5.683 191 0.000
2 Equal variances not assumq§ 35 | 3.4571| 0.50543 | 0.08543 -9.255 131.333 0.000
Q31 1 Equal variances assumed | 161 2.58 1.263 0.100 18.494 0.000 -2.786 194 0.006
2 Equal variances not assumq 35 3.20 0.719 0.122 -3.921 86.534 0.000
IC 1 Equal variances assumed | 162 | 2.42541| 0.953436| 0.07490| 22.153 0.000 -4.481 195 0.000
2 | Equal variances not 35 |3.16428| 0.42850 | 0.07242 -7.091 117.294 0.000
assumed
:;?nsformatlo 1 |Faualvariancesassumed | - o |, 67541 076237 | 0.0s089| 14113  0.000 -3.177 195 0.002
2 | Equal variances not 35 | 3.09571| 0.370685| 0.06265 -4.849 105.865 0.000
assumed
Q37 1 Equal variances assumed | 161 2.66 1.042 0.082 8.605 0.004 -1.799 194 0.074
2 Equal variances not assumq 35 3.00 0.767 0.130 -2.185 64.583 0.033
Q 40 1 Equal variances assumed | 153 2.54 1.203 0.097 15.323 0.000 -2.059 186 0.041
2 Equal variances not assumq 35 2.97 0.707 0.119 -2.827 85.649 0.006
Q43 1 Equal variances assumed | 161 3.17 0.803 0.063 5.316 0.022 -0.593 194 0.554
2 Equal variances not assumq 35 3.26 0.443 0.075 -0.848 90.009 0.398
EF 1 Equal variances assumed | 162 2.79 0.867 0.068 13.632 0.000 -1.904 195 0.058
2 | Equal variances not 35 | 308 | 0465 | 0.079 2.770 93.195 0.007
assumed
Q38 1 Equal variances assumed | 161 2.68 1.170 0.092 15.230 0.000 -1.406 193 0.161
2 Equal variances not assumq 34 2.97 0.717 0.123 -1.910 75.639 0.060
Q41 1 Equal variances assumed | 160 2.95 0.910 0.072 0.493 0.483 -2.988 193 0.003
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2 Equal variances not assumg 35 3.43 0.558 0.094 -4.037 79.371 0.000
ST 1 Equal variances assumed | 162 2.82 0.947 0.074 7.745 0.006 -2.285 195 0.023
2 | Equal variances not 35 | 320 | 0545 | 0.092 -3.201 85.137 0.002
assumed
Q39 1 Equal variances assumed | 160 2.73 1.148 0.091 23.200 0.000 -.746 192 0.457
2 Equal variances not assumq 34 2.88 0.591 0.101 -1.111 94.475 0.270
Q42 1 Equal variances assumed | 161 2.75 1.157 0.091 3.486 0.063 -2.601 194 0.010
2 Equal variances not assumq 35 3.29 0.789 0.133 -3.308 69.989 0.001
Q44 1 Equal variances assumed | 161 2.72 1.097 0.086 7.448 0.007 -3.236 194 0.001
2 Equal variances not assumq 35 3.34 0.639 0.108 -4.499 84.137 0.000
Q45 1 Equal variances assumed | 159 2.92 0.997 0.079 0.807 0.370 -2.383 191 0.018
2 Equal variances not assumq 34 3.35 0.691 0.119 -3.007 66.172 0.004
EE 1 Equal variances assumed | 162 | 2.7809| 0.91452 | 0.07185 9.882 0.002 -2.721 195 0.007
2 [Equal variances not 35 | 3.2143| 0.47798 | 0.08079 -4.009 96.324 0.000

assumed
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APPENDIX D: Non-Parametric Tests

Mann-Whitney Test

Q1 Q11 Q16 Q 35 CR Q2 Qs Q 30 Q 32 IS
Mann-Whitney U 2807500 2398.500 1969.000 2157.500 2159.500 2400.000 2180.500 2332.000 1799.500 2152.000
Wilcoxon W 3437500 15439.500 14849.000 14877.500 15362.500 3030.000 15221.500 15373.000 14840.500 15355.000
ya -.035 11.210 2614 -2218 2219 -1.419| 2249  -1.674  -3.479]  -2.248
Asymp. Sig. (2-tailed)]  0.972 0.226 0009 0027 0026 0156 0025 0094 0001  0.025

Q3 Q12 Q17 Q20 | MBEP Q4 Q22 Q 24 Q27 | MBEA | Tactional
Mann-Whitney U 2575.000 2300.000 2094.500 2233.000 2072.000 2287.000 2224.000 1989.000 1914.500 2098.500 2255.000
Wilcoxon W 3170.000 2930.000 2724.500 2863.000 2702.000 2917.000 2854.000 2619.000 2509.500 2728.500 2885.000
y4 .560| -1.839  -2.177|  -1.955  -2.507|  -1.647  -1.782|  -2.637| -2.619] -2.419 -1.899
Asymp. Sig. (2-tailed)] 0575 0066/ 0029 0051 0012 0100, 0075 0008 0009 0016  0.058

Q5 Q7 Q 28 Q 33 LF Q6 Q14 Q23 Q 34 B
Mann-Whitney U 2316.0000 2047.500 2328.000 2772.500 2311.000 2033.500 2375.000 2535500 2329.000 2028.500
Wilcoxon W 2046.000 2677.500 2958.000 3402.500 2941.000 14913.500 15095'%0 15255'%0 15370'%0 15231'%0
yd 1.840|  -2.743]  -1.777 156  -1.729]  -2.668  -1.431 891  -1.716] -2.668
Asymp. Sig. (2-tailed)) ~ 0.066| 0006 0076/ 0876  0.084 0008 0152 0373 0088  0.008

Q9 Q13 Q 26 Q 36 M Q 10 Q18 Q21 Q25 1A
Mann-Whitney U 2107.000  2329.500 2515.000 2354.000 2206.000 2720500 2029.000, 2045.000 2504.000 2366.000
Wilcoxon W 15238.000 15370.500 15235.000 15395.000 15409.000 15761.500 14432.000 14765.000 3134.000 15569.000
yd 2172 1.728 -.959 -1.664 -2.073 -333 2,552 2609 -1.103 11.543
Asymp. Sig. (2-tailed) 0.030 0.084 0.337 0.096 0.038 0.739 0.011 0009 0270 0.123
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Q15 Q19 Q29 Q31 IC Tformational
Mann-Whitney U 2058.000 1981.000 1145.000 2105.000 1493.500 1886.500
Wilcoxon W 14938.000  15022.000 13706.000  15146.000 14696.500  15089.500
Z -2.537 -2.896 -5.649 -2.430 -4.408 -3.102
Asymp. Sig. (2-tailed) 0.011 0.004 0.000 0.015 0.000 0.002
Q 37 Q 40 Q 43 EF Q 38 Q41 ST
Mann-Whitney U 2371.000 2238.500 2813.000 2430.000 2473.500 1985.000 2260.500
Wilcoxon W 15412.000  14019.500 3443.0000 15633.000 15514.500 14865.000 15463.500
Z -1.559 -1.590 -.017 -1.339 -.919 -2.960 -1.916
Asymp. Sig. (2-tailed) 0.119 0.112 0.987 0.180 0.358 0.003 0.055
Q 39 Q42 Q44 Q 45 EE
Mann-Whitney U 2673.500 2115.000 1916.000 2084.000 2040.000
Wilcoxon W 15553.500 15156.000 14957.000  14804.000 15243.000
Z -.164 -2.424 -3.127 -2.242 -2.613
Asymp. Sig. (2-tailed) 0.870 0.015 0.002 0.025 0.009
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APPENDIX E: MLO RELIABILITY TESTS RESULTS

Reliability Statistics

Cronbach's Alpha

N of ltems

0.902

46

Item-Total Statistics

Corrected Cronbach's
Scale Mean if | Scale Variancel ltem-Total Alpha if ltem

N=118 Item Deleted if tem Deleted Correlation Deleted

Q1 107.6610 460.824 0.413 0.900
Q1 107.2373 456.388 0.612 0.898
Q11 107.0593 461.475 0.510 0.899
Q16 107.5508 442.215 0.739 0.895
Q35 106.9746 455.222 0.631 0.898
Q2 107.1864 466.085 0.465 0.900
Q8 107.4068 457.423 0.549 0.899
Q30 107.3814 446.597 0.770 0.896
Q32 107.4915 449.773 0.703 0.897
Q3 108.4576 501.772 -0.322 0.911
Q12 109.0847 503.839 -0.449 0.910
Q17 108.4492 486.455 -0.073 0.907
Q20 108.8475 498.079 -0.285 0.909
Q4 107.5847 477.612 0.081 0.905
Q22 107.5000 469.449 0.290 0.902
Q24 107.7034 478.689 0.071 0.905
Q27 107.7797 477.507 0.103 0.904
Q5 109.0763 510.379 -0.564 0.911
Q7 109.1695 501.920 -0.413 0.909
Q28 109.0847 514.779 -0.600 0.913
Q33 108.7712 503.323 -0.375 0.911
Q6 107.5339 464.422 0.365 0.901
Q14 107.2797 451.485 0.698 0.897
Q23 106.9661 464.734 0.460 0.900
Q34 107.2034 453.856 0.691 0.897
Q9 107.2712 450.131 0.687 0.897
Q13 107.0000 457.692 0.621 0.898
Q26 107.2966 451.099 0.729 0.897
Q36 107.1017 457.767 0.659 0.898
Q10 107.3644 440.490 0.792 0.895
Q18 107.3305 444,804 0.754 0.896
Q21 107.1441 448.688 0.718 0.896
Q25 106.8644 467.469 0.373 0.901
Q15 108.0169 448.017 0.651 0.897
Q19 107.1017 457.357 0.559 0.898
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Q29 107.6780 458.357 0.481 0.899
Q31 107.3559 445.103 0.732 0.896
Q37 107.3475 452.160 0.676 0.897
Q40 107.5254 446.764 0.700 0.896
Q43 106.8220 462.660 0.609 0.899
Q38 107.3475 445.477 0.764 0.896
Q41 107.0508 457.809 0.640 0.898
Q39 107.2797 458.972 0.467 .899
Q42 107.2542 445,285 0.768 .896
Q44 107.2119 448.185 0.773 .896
Q45 107.0508 454.476 0.659 .897

Scale Statistics

Mean Variance Std. Deviation | N of ltems
109.9746 484.008 22.00018 46
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APPENDIX F: OCQ RELIABILITY TESTS RESULTS

Reliability Statistics

Cronbach's Alpha | N of Items
0.901 12
Item-Total Statistics
Scale Corrected Cronbach's
Scale Mean if Variance if Item-Total Alpha if Item
N=159 Item Deleted Iltem Deleted Correlation Deleted
Q1 23.04 94.707 0.587 0.895
Q2 23.19 92.901 0.630 0.892
Q3 23.10 93.040 0.605 0.894
Q4 22.78 94.920 0.619 0.893
Q5 23.26 95.269 0.492 0.900
Q6 23.36 95.674 0.523 0.898
Q7 23.43 91.791 0.630 0.892
Q8 23.82 91.251 0.659 0.891
Q9 22.92 93.146 0.658 0.891
Q10 23.12 88.650 0.747 0.886
Q1 23.73 92.401 0.678 0.890
Q12 23.55 93.591 0.634 0.892
Scale Statistics
Mean Variance Std. Deviation | N of ltems
25.39 109.822 10.480 12
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APPENDIX G:

CORRELATION BETWEEN THE LEADERSHIP STYLE AND THE O RGANISATIONAL COMMITMENT

CR

MBEP

LF

AC

NC

MBEP MBEA
Pearson Correlation | .696(*] -.505(*} 0044 380 [ -665(*) | .755(*) | .784(*) | .808(**) | .735(*) | .847(* .390(*) .180(*) 255(*)
Sig. (2-tailed) 0.000 0.000 0.747 0.00p 0.040 0.0p0 0.400 0.p00 000j0 0.000 0.000 0.02 0.0kt
N 197 197 197 197 197 19f 197 107 1b7 197 197 162 62 |1 162
Pearson Correlation .696(* | - 494( 0041  .192| -600(™) | .685(*) | .719(*) | .740(™) | .743(™) | .872(™) 384(*) 184(%) 220(*)

| Sig. (2-tailed) 0.000) 0.00 0.566 0.033 0.00p 0.0do 0.0p0 0.Jo0 0.p00 oloo0.000 0.019 0.00?
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162
Pearson Correlation ~505(*)  -.494(* ] 0134 &) | .651("™) | -457(™) | -468(™) | -.522(*) | -.472(*) | -542(*) | -.257(*) -0.026 -167(%
Sig. (2-tailed) 0.000) 0.00 0.061 0.000 0.00( 0.00p 0.0do 0.0p0 0.4oo 0.poo ol 0.745 0.034
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162
Pearson Correlation 0.024 0.041 0.134 1 .77if  o7e. 0.101 -0.008 -0.00f -0.043 0.014 0 0411 opis
Sig. (2-tailed) 0.742) 0.56/ 0.06L 0.000 0.294 0.159 0.91h 0.942 0.5416 0.440 0.po7 6101  0.854

'~ 197 197 197 197 197 19f 197 107 1b7 197 197 162 62 |1 162
Pearson Correlation .330(* 152(1 418(%) 7T 1 0.047 | .255(%) | .194(™) | .175(" 0.136] .201(% 0.093 179(%) 0.071
Sig. (2-tailed) 0.000) 0.03 0.000 0.000 0515 0.000 0.006 0.01H 0.046 0.0p5 0.439 0.p23 730|3
N 197 197 197 197 197 19f 197 107 1b7 197 197 162 62 |1 162
Pearson Correlation ~665()  -.600(** 651(* @5 0.047 1 -500(™| -614(%)| -719(™)| -639()| -711(™) | -.312(*) -0.102 0.15
Sig. (2-tailed) 0.000) 0.00 0.000 0.294 0.5915 0.000 0.000 0.000 0.00p 0.040 0.0p0 0.197 0.ps7
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162
Pearson Correlation 755(*)  .685(™ - 457( @L | .255(*) | -.590(* 1| 7600™ | .761(%) | .702(™)| .868(™) 397(*) 155(%) 276(*)
Sig. (2-tailed) 0.000) 0.00 0.000 0.1%9 0.000 0.$00 0.000 0.000 0.00( 0.00p 0.0do 0.048 0.doo
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162
Pearson Correlation 784(*)  .719(™ -.468(™ W8 | .194(™) | -.614(*%) | .760(™) 1| 782(™ | .719(™)| .888(™) 428(*) 0.119 255(*)
Sig. (2-tailed) 0.000) 0.00 0.000 0.914 0.006 0.000 0.000 0.000 0.000 0.000 0.00p 0.142 0.0p1
N 197 197 197 197 197 19f 197 107 1b7 197 197 162 62 |1 162
Pearson Correlation 808(*)  .740(™ -522(™ w7 | 17| -719% | 7e1(™y | .782(%) 1| 817¢™| .924(™) 407(*) .156(%) 214()

| Sig. (2-tailed) 0.000) 0.00 0.000 0.9%2 0.0014 0.000  0.000 0.000 0.000 0.000 0.000 0.04B 0.0d6
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162
Pearson Correlation 735(%)  .743(™ - 472( 3 0.136] -639(™)| .7o2(™| 719 .817(™) 1 @3 413(*) 167(%) 193()
Sig. (2-tailed) 0.000) 0.00 0.000 0.546 0.056 0.000  0.000 0.000 0.00( 0.000 0.000 0.033 0.01p
N 197 197 197 197 19} 19 197 197 b7 197 |97 162 62 |1 162

| Pearson Correlation 847(*)  .872(™ -542(* ae | 201(™) | -711(%) | .868(*) | .888(™) | .924(*)| .@3(™) 1 453(*) 175(%) 256(*)
Sig. (2-tailed) 0.000) 0.00 0.000 0.44 0.0p5 0.000  0.000 0.000 0.000 0.00p 0.000 0.026 0.00]

N 197 197 197 197 197 19f 147 107 1b7 197 197 162 62 |1 162
Pearson Correlation 390(%)  .384(™ -.257( @3 | -.312(%) | .397(*) | .428(*) | .407(™) | .413(*) | .453(*%) 1 348(") .698(")
Sig. (2-tailed) .0000 0.00 0.00L 0.997 0.9 0.000 0.000 0.000 0.000 0.00  0.000 0.000 0.000
N 162 162 162 164 16 162 162 162 162 16 162 162 162 164
Pearson Correlation 180(1 184(}) -0.046 01 .179() 0102 .155(% 0119  .156(* 167¢  .175() 348(*) 1 440(*)

| Sig. (2-tailed) 0.022} 0.019 0.745 0.1 0.023 0.197 0.048 0.137 0.048 004 0.026 0.000 0
N 162 162 162 162 162 162 162 162 16 16 162 162 162 167
Pearson Correlation 255(%)  .220(™ -167(1 0®] 0071 015 276 .255(%) .214(™)| .193¢] .256(** .698(*) 440(*) 1
Sig. (2-tailed) 0.001} 0.00 0.034  0.8%4 0.373 0.057 0.000 0.001, 0.006 0.01  0.001 0.000 0.000
N 162 162 162 164 16} 16p 162 162 162 ] 162 162 162 163

** Correlation is significant at the 0.01 leveH@iled).
* Correlation is significant at the 0.05 leveltgled).
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APPENDIX H: Multifactor Leadership Questionnaire Scoring Key

Description | Leadership Raw Factors # # # #
Factors
Transformational Idealised Influence (Attributeq)10 | 18 | 21 | 25
Transformational Idealised Influence (Behavioy$) |14 | 23 | 34
Transformational Inspirational Motivation 9 18 2636
Transformational Intellectual Stimulation 2 8 30 2 3
Transformational Individualised Consideration 159 129 | 31
Constructivegl Transactional Contingent Reward 1 11 16 85
transaction
Corrective | Transactional Management by Exceptjoch |22 | 24 | 27
transaction (Active)
Corrective | Transactional Management by Exceptjdh 12 | 17 | 20
transaction (Passive)
Non- Transactiona] Laissez-Faire 5 1 28 33
Outcome 1 Extra Effort 39 42 44 4%
Outcome 2 Effectiveness 37 40 43
Outcome 3 Satisfaction 38 41

APPENDIX |: oOrganisational Commitment Questionnaire Scoring Key

Organisational Commitment Factor # # # #
Affective Commitment 1 4 10
Normative Commitment 7 8 11 | 12
Continuance Commitment 2 3 5 6
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APPENDIX J: SURVEY NOTIFICATION

05 June 2006

Dear Sir/Madam

This is to notify you that you have been selectmdaf survey which will be conducted in
your region during the month of June 2006. Questmes will be administered for the
purpose of research. These questionnaires arefparesearch into the relationship between
leadership style and employee commitment to tharosgtion. This research is aimed to
contribute to the scientific knowledge in the ongational behaviour and management

fields.

The first questionnaire is called tihdultifactor Leadership Questionnaire and consists of

two versions, the leader and the rater version. [&ader version is to be completed by the
managers (that is of MMU, PPU, MMM and PPP mangraahel the rater version is to be
completed by the subordinates (that is of PAO a@lJGnangrade). This questionnaire
should take approximately 20 minutes to completstriictions on how to complete will be

provided on the covering page of the questionnaire.

The second questionnaire is called eganisational Commitment Questionnaire which
will be completed by the subordinates (that is &l0Pand CCU mangrade) only. This
guestionnaire should take approximately 15 minwtesomplete. Instructions on how to

complete will also be provided on the covering pafyéhe questionnaire.

The results of these questionnaires are for rekegoarposes only, and the
anonymity/confidentiality of respondents will beaganteed. All completed questionnaires
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will be coded and names of respondents will beegkds ensure this. Should you have any
gueries please do not hesitate to contact your tdBtiioner.

Thank you for giving up your valuable time to assi® in the research.

Yours sincerely,

Mr M H Nyengane
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APPENDIX K: COVERING LETTER

05 June 2006

Dear Sir/Madam

Attached please find a copy from the HR managerQ¥larles Ndhlovu of questionnaires
mentioned previously. These questionnaires aregbaxtstudy into the relationship between
leadership style and employee commitment to tharosgtion. The questionnaires are being
administered for the purpose of research. Thisarebeis aimed at contributing to the

scientific knowledge in the organisational behaviaond management fields.

Multifactor Leadership Questionnaire (Leader and Rder version)

Developed by B. M. Bass and B. J. Avolio (1997)is tquestionnaire consists of two
versions, the leader and the rater version. Thdeleaersion is to be completed by the
managers (that is of MMU, PPU, MMM and PPP mangraahel the rater version is to be
completed by the subordinates (that is of PAO a@lUGnangrade). This questionnaire
should take approximately 20 minutes to compleatstriictions on how to complete it are

provided on the covering page of the questionnaire.

Organisational Commitment Questionnaire

Developed by J. P. Meyer and N. J. Allen (19975 tluestionnaire measures the type and
level of employee commitment. Only subordinatest(is of PAO and CCU mangrade) are

to complete this questionnaire. This questionnsiveuld take approximately 15 minutes to

complete. Instructions on how to complete it arevfgled on the covering page of the

guestionnaire. The candidate completing this gaesgaire should indicate who their leader

iS.
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The results of these questionnaires are for resegoarposes only and the
anonymity/confidentiality of respondents is guaemot All completed forms will be coded
and names of respondents will be erased to ensisre $hould you have any queries please
do not hesitate to contact your HR practitionemyself. When you have completed all the

guestions, pleaseEND the completed questionnaires back to me via Groggawi

Thank you for giving up your valuable time to assi® in this research.

Yours sincerely,

Mr M H Nyengane
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APPENDIX L: MULTIFACTOR LEADERSHIP QUESTIONNAIRE (RATER)

Multifactor Leadership Questionnaire

Rater Booklet (MLQM)

by Bernard M. Bass and Bruce J. Avolio

DIRECTIONS: This questionnaire is to describe the leadership style of your
manager/supervisor. Describe the leadership style as you perceive it. Please answer all
items below by entering in the block a number from the rating scale that best reflects
your perception. If an item is irrelevant, or if you are unsure or do not know the answer,
leave the answer blank. Please answer this questionnaire anonymously.

Forty-five descriptive statements are listed on the following pages. Judge how
frequently each statement fits the person you are describing. When you have completed
all the questions, please SEND this questionnaire back to me via Groupwise. THANK
YOU.

Use the following rating scale:

0 1 2 3 4
Not at all Once in a while Sometimes Fairly Often | Frequently if not always

THE PERSON | AM RATING...

1. Provides me with assistance in exchange for my efforts

2. Re-examines critical assumptions to question whether they are
appropriate

3. Falils to interfere until problems become serious

4. Focuses attention on irregularities, mistakes, exceptions, and
deviations from standards

5. Avoids getting involved when important issues arise
6. Talks about their most important values and beliefs

7. Is absent when needed

JHIUL UL

8. Seeks differing perspectives when solving problems
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THE PERSON | AM RATING...

9.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24,

25.

26.

27.

28.

Talks optimistically about the future
Instills pride in me for being associated with him/her

Discusses in specific terms who is responsible for achieving
performance targets

Waits for things to go wrong before taking action

Talks enthusiastically about what needs to be accomplished
Specifies the importance of having a strong sense of purpose
Spends time teaching and coaching

Makes clear what one can expect to receive when performance
goals are achieved

Shows that he/she is a firm believer in 'if it ain't broke, don't fix it:'
Goes beyond self-interest for the good of the group
Treats me as an individual rather than just as a member of a group

Demonstrates that problems must become chronic before taking
action

Acts in ways that builds my respect

Concentrates his/her full attention on dealing with mistakes,
complaints, and failures

Considers the moral and ethical consequences of decisions
Keeps track of all mistakes

Displays a sense of power and confidence

Articulates a compelling vision of the future

Directs my attention toward failures to meet standards

Avoids making decisions

NN
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THE PERSON | AM RATING...

29.

30.

31.

32.

33.

34.

35.

36.

37.

38.

39.

40.

41.

42.

43.

44,

45.

Considers me as having different needs, abilities, and aspirations
from others

Gets me to look at problems from many different angles

Helps me to develop my strengths

Suggests new ways of looking at how to complete assignments
Delays responding to urgent questions

Emphasizes the importance of having a collective sense of mission
Expresses satisfaction when | meet expectations

Expresses confidence that goals will be achieved

Is effective in meeting my job-related needs

Uses methods of leadership that are satisfying

Gets me to do more than | expected to do

Is effective in representing me to higher authority

Works with me in a satisfactory way

Heightens my desire to succeed

Is effective in meeting organizational requirements

Increases my willingness to try harder

Leads a group that is effective

JUIUIIoun oot
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APPENDIX M: Multifactor Leadership Questionnaire (Leader)
LEADER : --------ememmeeeeee

Multifactor Leadership Questionnaire

Leader Booklet (MLQM)

by Bernard M. Bass and Bruce J. Avolio

DIRECTIONS: This questionnaire is designed to help you describe your leadership
style as you perceive it. Please answer all items below by entering in the block a
number from the rating scale that best reflects your perception. Judge how frequently
each statement fits you. The word "others" may mean your peers, clients, direct reports,
supervisors, and/or all of these individuals. If an item is irrelevant, or if you are unsure
or do not know the answer, leave the answer blank. When you have completed all the
guestions, please SEND this questionnaire back to me via Groupwise. THANK YOU.

Use the following rating scale:

Not %t all Once inla while Someztimes FairIySOften Frequentlyﬁ not always
1. | provide others with assistance in exchange for their efforts
2. | re-examine critical assumptions to question whether they are
appropriate
3. I falil to interfere until problems become serious
4. | focus attention on irregularities, mistakes, exceptions, and

deviations from standards

5. lavoid getting involved when important issues arise
6. I talk about my most important values and beliefs

7. 1 am absent when needed

8. | seek differing perspectives when solving problems

9. I talk optimistically about the future

10. I instill pride in others for being associated with me

JULIoLUL

11. I discuss in specific terms who is responsible for achieving
performance targets
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Use the following rating scale:

Not (th all Once inla while Someztimes FairIySOften Frequentlyﬁ: not always
12. | wait for things to go wrong before taking action |:|
13. | talk enthusiastically about what needs to be accomplished ]
14. | specify the importance of having a strong sense of purpose I:l
15. 1 spend time teaching and coaching ]
16. | make clear what one can expect to receive when performance

goals are achieved
17. 1show that | am a firm believer in 'If it ain't broke, don't fix it." ]
18. 1 go beyond self-interest for the good of the group I:l
19. | treat others as individuals rather than just as a memberof agroup [ |
20. | dgmonstrate that problems must become chronic before | take

action
21. lactin ways that build others' respect for me ]
22. | concentrate my full attention on dealing with mistakes, complaints,

and failures
23. | consider the moral and ethical consequences of decisions ]
24. | keep track of all mistakes ]
25. |display a sense of power and confidence [ ]
26. | articulate a compelling vision of the future [ ]
27. | direct my attention toward failures to meet standards [ ]
28. | avoid making decisions ]
29. | consider an individual as having different needs, abilities, and

aspirations from others
30. | get others to look at problems from many different angles |:|
31. | help others to develop their strengths |:|
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Use the following rating scale:

Not (th all Once inla while Someztimes FairIySOften Frequently T]t not always
32. | suggest new ways of looking at how to complete assignments ]
33. | delay responding to urgent questions ]
34. | emphasize the importance of having a collective sense of mission | |
35. | express satisfaction when others meet expectations ]
36. | express confidence that goals will be achieved [ ]
37. | am effective in meeting others' job-related needs ]
38. | use methods of leadership that are satisfying ]
39. | get others to do more than they expected to do ]
40. | am effective in representing others to higher authority I:l
41. | work with others in a satisfactory way ]
42. | heighten others' desire to succeed [ ]
43. | am effective in meeting organizational requirements ]
44. |increase others' willingness to try harder |:|
45. |lead a group that is effective ]
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APPENDIX N: Organisational Commitment Questionnaire

ORGANISATIONAL COMMITMENT QUESTIONNAIRE

INSTRUCTIONS

Please describe your personal views of the following statements as objectively as you can,
by entering in the block a number from the rating scale that best reflects your views. The
information requested from you is being collected for research purposes. This questionnaire
is not a test, and all information collected will be anonymous, so please respond honestly.
When you have completed all the questions, please SEND this questionnaire back to me
via Groupwise. THANK YOU.

0 1 2 3 4

Use the following rating Strongly Disagree | Disagree | Neutral | Agree | Strongly Agree

scale:

D

1. | feel like part of the family at this organisation

2. Too much of my life would be disrupted if | decided that | wanted to leave this
organisation now

3. I'would not leave this organisation right now because of what | would stand to
lose

4. This organisation has a great deal of personal meaning for me

Il

5. It would be very costly for me to leave this organisation right now

6. For me personally, the cost of leaving this organisation would be far greater
than the benefit

7. Even if it were to my advantage, | do not feel it would be right to leave my
organisation now

8. | would violate a trust if | quit my job with this organisation now
9. |feel a strong sense of belonging to this organisation
10. | feel emotionally attached to this organisation

11. 1 would feel guilty if I left my organisation now

UL

12. | would not leave this organisation right now because | have a sense of
obligation to the people in it

Thank you for your co-operation
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